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This edition of the Review marks an end and
a beginning. After more than 12 years a t the
helm, Professor William O'Brien has returned
to the classroom and research full time. While
we are sony to see Bill step aside, his place has
been taken by a very capable colleague

-

Professor Marcel Escoffier. Many of our colleagues in the academy know Marty. He is an
active member of the academy, and a thoughtful individual who will
bring great insight into future editions of the Review. We look forward to
his leadership as we continue to strive to ensure that our efforts are pertinent to the changing needs of hospitality and tourism research.

At the July annual meeting of the CHRIE Education Research
Academy, we were engaged in a discussion concerning the publication of
original research and research concepts as opposed to empirical studies.

As a result of these discussions, we agreed to provide a forum for high
quality conceptual papers.

It is anticipated that shortly we will

announce a guest team of editors who will manage the process and provide us with the refereed articles for publication in a special edition.

As you can see from the Table of Contents, we have an excellent colledion of articles which has something of interest regardless of your academic bent.

Joseph J. West, Ph.D.
Publisher

i
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A Beginning and a Continuation
As we assume the duties and responsibilities a s editor of the FIU
Hospitality Review, we wish to take this opportunity ta affirm our School
of Hospitality and Tourism Management's commitment to excellence.
This journal represents a continuation of the ideas and ideals of Dr.
Norman Ringstrom, a founding member of our faculty and the FIU
Hospitality Review's first editor. His goal, and the goal of both his successor, Professor William O'Brien, and ourselves is to provide the hospitality community with a forum wherein academics, those in industry, and
governmental policy makers may participate in defining and improving
the world-wide tourism and hospitality industries.
We wish to continue this noble goal. To that end we solicit and publish articles that cover the gamut from empirical research and proposals
of new theories concerning hospitality to articles concerning our industry's leaders: How they became successful and where they believe the
industry is headed. This mix of academic and applied knowledge is
what distinguishes those journals published by the nation's top hospitality programs from the trade press. It has been our experience that
those in academe often believe that applied articles lack importance. As
a practicing hotel manager, we can assure the academics that relevance
is in the eyes of the beholder. Publishing articles that appeal to academics and practitioners assures us of a n open forum wherein both groups
may learn from each other.
As we assume the editorship, we ask that those who may be
inclined to read only one or another type of article pause for a moment
and consider what they are missing. Our industry continues practices
that were first introduced a century or more ago. While not everything
that is old is necessarily in need of revision (Caesar Ritz introduced the
idea of a bathroom for every guest room, an idea that still hears merit),
certainly articles questioning many of these traditions have relevance.
Similarly, we believe that the application of current research trends
reported in the general business literature, when applied to our industry, merits publication. Finally, we wish to encourage the use of the F N
Hospitality Review as a fonun for students and others just entering our
field to submit articles that may look a t some aspect of hospitality from
fresh points of view. Often we managers and educators are t
m close to
industry issues and fail to see the forest for the trees.
k., we begin our tenure as editor, we wish to further the ideals of
Dr. Ringstrom and make this journal an important bridge between academe and industry. We encourage you, our readers, to contribute articles
of importance for review, and we ask that you encourage your colleagues
to do the same. In the next few weeks we will be sending out copies of
this journal along with letters encouraging article submission. Should
you receive such a mailing, consider yourself flattered. But once you
come back down to earth, we ask that you forward your duplicate copy to
a colleague whom you feel may become a future contributor to our journal.
Marcel Eseoffier
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Guidelines for Authors
FIU Hospitality Review encourages submission of manuscripts on
topics relevant to the hospitality industry. The following guidelines
will assist authors in preparing articles for publication.

E-mail submissions preferred. MS Word attachment. review@fiu.edu
U.S. Mail submissions also accepted. Send to: FIU Hospitality
Review School of Hospitality and Tourism Management, Florida
International U~versity,3000 NE 1.51 St., North Miami FL 33181.
Printed manuscripts should be double-spaced in 12 point font. In
addition, authors must include a diskette (31/2inch), labeled with
the author's name and the article's file name. Enclose two hard
copies. Please use MS Word.
The article should

provide a cover sheet with an article title and the name, title,
school, address, telephone number and e-mail address of business
affiliation of authods).
have a preface or abstract, usually two to three seniences, which
summarizes the article. This is printed on the first page of the
article prior to the body of the text.

be written in the third person. The policy of the FIU Hospitality
Review is not to print f i s t or second person articles.
include no more than five tables, charts or exhibits, with a preferred
vertical format which must not exceed 35 lines in depth and 40
characters in width so each can fit on a single page.
follow standard footnotelendnote format, which the FIU
Hospitality Reuiew runs as "References." Use consecutive numbers in the text and follow the style set forth in the MLA
Stylesheet or Kate L. Turabian, A Manual for Writers of !&rm
Papers, Theses and Dissertations, 6th ed., (Chicago: University of
Chicago Press, 1996). The FIU Hospitality Review will not accept
articles with internal footnote citations or textnotes. Do not
include bibliographic references.
range from 10 to 25 pages (2,500 to 7,000 words), with references
and tables included.
include major subheads within text; each should consist of a subjectlverb construction and be short.
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Ingredients for success
in career development
by Judi Brownell

Hospitality managers can expect to
confront hve challenges In the decades
ahead. A study of luxury hotel general
managers identifies the skills and
personal characteristics respondents
perceived as most important to their
career development, as well as the
future requirements for unit level
managers and the major challenges
they anticipate. The author then maps
those skills and personal characteristics
identified by respondents against future
industrv challenoes to siaoest addioonal managerjayneeds ~&mmendatlons are presented for development
strategiesthat will ensure hospitality
organizafions identify, develop, and
retain individuals with the "right stuff."

hat characterizes hospitality
management?
When unit managers
from North American luxury
hotels were asked that question,
they had no problem coming up
with answers.
"The diversity of people and
activities under one roof," one
general manager commented.
Another described the situation by
saying, "no two days are ever the

same - there are never-ending
challenges and a constantly
changing landscape."'We are. . . in
the entertainment business," yet
another general manager noted.
Other respondents described
hospitality management in the
following manner: "We have to be
dedicated
and
passionate;"
"Managing the multi-dimensions
of guest, staff, and ownership
needs makes us unique," and
"Personal and professional relationships, more than in other
industries, indicate one's success
in our field."
A variety of studies echo these
practitioners' views and suggest
that effectiveness in hospitality
organizations, indeed, requires
emphasis on a specific set o f skills
and personal characteristics.'
Long hours, high workforce diversity, and increasingly sophisticated guests contribute to the daily
challenges managers confront.
Large portions of each day are
spent addressing unanticipated
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events, from weather-related
crises to malfunctioning equipment and purchasing errors.
Industry's future shaped
Tomorrow's managers will
help to shape the industry's
future. Consequently, identifying
the specific competencies required
for moving from middle into
senior level positions provides
direction for selecting and developing the next generation of unit
level managers. Such information is useful to educators and
practitioners alike since succession planning and leadership
development are keys to the
future growth and vigor of the
hospitality industry.
Leaders confront challenges
What challenges will leaders
confront in the decades ahead? A
literature review suggests that
the men and women responsible
for guiding tomorrow's hospitality organizations need to have
strong interpersonal skills, be
perceived as trustworthy, and
demonstrate a concern for developing their employees. As the
workforce becomes more diverse
and the industry more multinational, recognition of cultural
differences and a global orientation is also required. As change is
inevitable,
managers
who
succeed will be those who adapt
to new technologies and keep
pace with the demands of a n
uncertain future.'
First, while all managers
have the dual tasks of accom2

plishing goals while facilitating
effective relationship^,^ this
highly people-centered business
requires a set of interpersonal
skills suited to the multiple
demands of a workplace driven
by its human ~ a p i t a l . ~
Strong interpersonal skills
are demonstrated in a variety of
ways."erhaps
managers chat
over lunch in the employee cafeteria or pitch in to barbeque
chicken a t the company picnic. By
tapping into the organization's
informal networks and by demonstrating a sincere concern for
employees' interests and ideas,
these managers are better able to
understand employee concerns
and to address conflicts and
misunderstandings before they
become serious problems. The
same skills that facilitate a n
inclusive, team-oriented approach
within the property forge strong
external relationships as well.
Second, organizations can only
thrive if their leaders facilitate
trust and good will. In daily
conversations as well as in public
arenas, senior managers must
instill confidence and demonstrate
character through the choices they
make and the messages they send.
Effective leaders can be depended
upon to "do the right thing"; their
words and actions are aligned.6
Managers must build bonds of
trust throughout the organization.
Such bonds establish a foundation
for working together effectively in
more turbulent times.
A third challenge is to develop
the hospitality workforce. This
FIU Hospitality Review /Fall 2004
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may involve providing feedback
to a front desk attendant interested in moving into a management position or mentoring a
member of the marketing department. The customer-contact
employee is part of the service
experience; therefore, the quality
of his or her performance reflects
directly on the organization.
Cultivating the knowledge, skills,
and judgment of all employees
through such activities as performance appraisals, coaching, and
mentoring is a critical management task.:
Next, leaders who demonstrate interpersonal sensitivity
are particularly effective in
diverse organizations, as they are
able to "sense and understand the
viewpoints of everyone around the
table."8Managing effectively in an
increasingly diverse workforce is
therefore a fourth industry challenge. As organizations become
increasingly
multinational,
successful managers will be characterized not only by their cultural
awareness internally but also by
their global per~pective.~
Serving
guests from around the world
requires a broad understanding of
the impact of culture on values,
attitudes, and beliefs.
Finally, those who look
outward to examine the international landscape readily will
notice that the environment is
characterized by substantial and
continuous change.'"Businesses
are becoming ever more complex,
and hospitality organizations are
increasingly affected by such

things as advances in technology
and changes in the economy.
Working effectively in this milieu
requires leaders to adapt to new
circumstances and anticipate
future demands.
Wise decisions needed
Identifying and developing
hospitality leaders who are
prepared to meet these challenges
is not an easy task. While the
specific competencies required to
progress from middle to senior
level management always have
been elusive, it has never been
more important to make wise decisions in the selection and development process. It seems essential,
therefore, to identify the skills and
personal characteristics that
contribute to career development
and that distinguish individuals
with the potential to become
successful general managers.
Identifying these two sets of
requirements will enable hospitality organizations to design
development strategies that will
ensure success in the increasingly
competitive and complex business
environment just described. Such
direction will also guide educators
interested in preparing students to
manage the challenges of a diverse
and people-centered industry.
GMs surveyed
A survey of general managers
was conducted to determine the
skills and personal characteristics
these executives perceived to be
most essential to their success
and career development. While

-

Brownell
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this approach has inherent limitations, going directly to those
who hold senior leadership positions to identify success factors
provides a grounded and relevant
perspective that the researchers
believed would contribute to
information currently available
on the subject.
The first step was to gather
items identified in previous
studies as essential to effective
management practice. The author
searched hospitality databases
and reviewed articles addressing
managerial competencies and
profiles of effective managers
published between 1995 and 2003.
This search generated a list of 43
recurring skills and personal
traits. These items were then
reviewed by a group of five general
and regional hotel managers who
were asked to delete any items
they believed were irrelevant or
redundant, and to suggest missing
items. The result was a list of 36
items deemed to include the skills
and personal traits most
frequently
associated
with
managerial effectiveness.
The list of items was then
divided into two convenience
categories, skills (question #1)
and personal characteristics
(question #2), and presented to
respondents on five-point Likert
scales. General managers were
asked to rate each item according
to the extent they believed i t
contributed to their career
success and advancement from 1,
representing unimportant, to 5,
representing extremely impor-

tant. Part 2 of the survey posed a
number of open-ended questions,
including an inquiry regarding
the traits respondents believed
would be most important to their
future effectiveness as a general
manager. Respondents were also
asked about the issues they felt
posed the most significant future
challenges, both to them personally as well a s to the hospitality
industry. The final section of the
survey requested demographic
information.
Eight companies selected
Eight hotel companies were
invited to represent the luxury
and upscale hotel segments in the
United States as defined by J.D.
Power and Associates' 2002
Domestic Hotel Guest Satisfaction Study." All three luxury
chains were included, and five of
12 upscale brands were selected
by faculty and graduate students
in hospitality management.
Seven of the eight companies
identified agreed to participate in
this study. In each case, a corporate representative provided a
list of general managers'
addresses, and surveys were sent
to all 187 general managers
directly; 111 useable surveys
were returned in self-addressed
envelopes for a response rate of
59.3 percent.
Demographic information
revealed that just over 90
percent of the general managers
were male. All respondents had
worked for more than 10 years in
the hospitality industry and the
FIU Hospitality Review /Fall 2004
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vast majority, nearly 75 percent,
had worked in the industry for
more than 20 years. While just
under 30 percent of respondents
had been in their position fewer
than five years, 43 percent had
been general managers for more
than 10 years. Seventy-five
percent of those surveyed indicated that English was their
native language.
Skills are ranked
The first question asked
respondents to rate, on a fivepoint Likert scale, the degree to
which each of 16 skills
contributed to their career development. The limited number of
respondents made descriptive
statistics the most reasonable
approach to data analysis. Five
skills had means of 4.3 and
above. Leading teams came out
a t the top of the ranking (mean
4.73), with nearly 75 percent of
respondents rating it as
"extremely important." Effective
listening ranked next (mean
4.62), followed by coaching
employees (4.41). Next were
providing feedback (mean 4.33)
and managing conflict (4.31).
At the other end of the scale,
using technology (mean 3.21)
was viewed as the least important of all items, with only six
respondents judging it to have
been "extremely important" to
their
career
development.
Preparing reports (mean 3.44)
and writing memos and letters
(mean 3.49) were also viewed as
less essential than other skills.

Presentational speaking (mean
3.71), intercultural communication (3.79), and negotiating (3.96)
were also perceived to he less
important than other items in
the group.
When the top five personal
characteristics (all means over
4.40) are examined in question
#2, respondents agreed that hard
work (mean 4.651, trustworthiness (mean 4.591, and integrity
(mean 4.55) were keys to their
career development. In fact,
virtually 95 percent of respondents assigned the highest
possible rating to hard work.
Close behind was perseverance
(mean 4.471, which over half of
general
managers
found
"extremely important."
On the other hand, nearly
half of all general managersover 90 percent of whom were
male-agreed that gender (mean
1.84)was "unimportantn to their
career development. Also among
the five lowest-ranked characteristics were lucky breaks (mean
2.67), educational background
(mean 3.091, and a global
perspective
(mean
3.36).
Mentoring, with a mean score of
3.55, was perceived as less
important to managerial success
than 15 of the other items.
Ranked means and standard
deviations for items in both questions are presented in Table 1.
Future success analyzed
General managers were then
presented with an open-ended
question that asked them to list
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Table 1
Hotel general managers' ranked means by question
[N =111)--MEAN
SO
Question #1:Skills
Leading
teams
4.73
.52
- Effective
listening
4.62
.52 Coaching employees
4.40
67
--Providing
feedback
4.33
.62
Managing conflict
4.30
.73
-Managing crises
4.18
.87
-- -~
Time management
4.08
.76
Appraising employees
4.00
.72
Managing diversity -3.98
.86
Conducting
meetings
3.96
.71
Negotiating -3.83
.86
-Intercultural communication
3.79
.96
3.71
1.17
- Presentational
- speaking
Writing memos & letters
3.48
1.01
-

Preparing reports
3.44
Using technology
3.20
Question #2: Personal
compelencies
Hard work
4.64

-

84
84

.53
Trustworthiness ---4 58 --.68 Integrity -4.55
65
-Positive attitude
4.52
64
Perseverance
4.47
.69
~Flexibility
4.36
.79
Problem-solving ability
4.36
6
2
Confidence
4.35.61--Decision making ability
4.34 .59
Knowledge of the field
4.02
.80
-~ Strategic planning
4.00
.77
-Persuasive
ability
3.91
.79
- Personal sacrifice
3.90
.89Creativity
3.82
.-.95
Personality
fit
3.68
.93
~-Mentoring
3.55
.93
Global perspective
3.36
.98
--Educational background
3.09-.99
Lucky
breaks
2.67 .90
- Gender
1.86
1.04
~

p~
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up to three skills or personal characteristics that they felt would be
required for future success in
their current position five to ten
years out. In a content analysis,
coders used single words as their
unit of analysis and categories
emerged from the data provided.
An inter-rater reliability coefficient of .94 indicated n high level
of agreement among raters.
Percent of response in each cate-

gory is based on the total number
of respondents ( N = l l l ) who
mentioned a particular item, not
on the total number of responses
generated by the group. There
were seven categories of
responses that were each
mentioned by more than 10
percent of the general managers.
Findings are presented in Table 2.
Interpersonal communication
skills, associated with managing

Table 2
Future leadership competencies: highest rates of response
(N = 111)
Skills and personal characteristics

Number of
responses

*Percent of
respondents

Communication
(47)
42.3
interpersonal skills
n = 39
listening
n-8
---Leadership
(38)
34.2
manage change
n=4
alticuiate vision
n=6
leadership
n = 21
build teams
n
=7 -Trust
(29)
fair
n=2
trustworthy
n= 6
integrity
n=21
Problem solving
(19)
17.1
decision-making
n = 11
n=8
problem
solving
-------Flexibility
14.4
--Revenue management
(15)
13.5
financial skills
n=9
revenue management n = 6
Strategic planningfihinking
(14)
12.6
strategic planning
n = 10
n=4
big picture
view
-----

(3-

percent of response is based on number of respondents, not total number of responses.

Brownell
- - -
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employees and building relationships, was mentioned by more
than 40 percent of all respondents. The other two top categories, leadership skills and
trustworthiness, were mentioned
by nearly 30 percent of all general
managers. The category of leadership encompassed responses such
as "creating and sharing a vision,"
and "leading employees through
organizational change."
Other categories that general
managers agreed would be important in the future included
problem-solving and decisionmaking skills (17.1 percent), flexibility (14.4 percent), and
financial management (13.5
percent). Strategic thinking,
involving the ability to take a bigpicture view, was also mentioned
with relative frequency (12.6
percent) as a future success factor.
Challenges are shared
A second open-ended question asked general managers to
continue contemplating the
future by sharing their opinions
regarding the most pressing
challenges facing both unit
managers as well as the hospitality industry itself. Virtually
half of all respondents believed
that human resources issues
would pose the most serious
future concern. Within this
larger category, 35 percent of all
general managers indicated that
finding qualified staff was their
biggest problem. Others (16.8
percent) revealed that retention
and training and developing

employees were their greatest
dilemmas.
Two other issues were each
mentioned by 11.7 percent of all
respondents, keeping up with
technology and the challenge of
providing high quality service
while ensuring a profitable operation. Another issue generated
by several respondents was the
need to balance and maintain
relationships with various stakeholders - the corporate office,
owner, employees, and guests
(8.5 percent).
When general managers were
asked about industry (as opposed
to individual managerial) challenges, they once again focused
on the human resources issues of
recruitment
and
staffing,
employee development, and
retention (37.8 percent). At the
industry level, the economy and
world events were also on
respondents' minds, with 21.2
percent mentioning some aspect
of the external environment as
their greatest concern. Slightly
less than 15 percent of the
general managers felt that the
changes brought about by technology, especially the Internet's
impact on distribution systems,
were posing critical challenges.
Once again, the difficult task of
balancing quality with business
needs was an issue 12.9 percent
of respondents believed would
continue to pose a challenge in
the years ahead.
Finally, general managers
were invited to offer any topics on
which additional information
FIU Hospitality Review /Fall 2004
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would be useful to them. Repeatedly, respondents mentioncd
their frustration that the hospitality industry often is not considered to be a top career choice for
well-qualified young people in the
job market. "What must we do to
be perceived as a career opportunity?" one respondent asked.
Another expressed a similar view,
stating, "Why does the hospitality
industry have such difficulty
attracting and retaining talent?"
Another questioned, "How can we
increase the salary levels and
still keep our eye on profit
margins, which will continue to
show restrained growth?"
Implications for tomorrow
What are the implications of
findings from this study for
management development and
education? Survey results suggest
specific skills and characteristics
that general managers believe
contribute to effectivcness and
subsequent career development.
The most critical skill areas for
middle managers who aspire to

advance include the top-ranked
items of leading teams, effective
listening, coaching employees,
providing feedback, and managing
conflict. These skills can be characterized as those required for
developing employees and interpersonal effectiveness. When item
means for skills and personal
competencies combined are examined, four of the six items with
mean ratings above 4.50 are
personal characteristics rather
than skills-hard work, trustworthiness, integrity, and a positive
attitude (Table 3).
If the five future industry
challenges presented earlier are
accepted, then one potentially
fruitful approach to interpreting
findings is to suggest the specific
skills and personal characteristics
required to address each challenge and to compare this set of
traits with the items ranked as
most valuable by survey respondents. In other words, do the
skills and personal characteristics
identified by general managers as
critical for their success and

Table 3

1
5 = exiremely importanl

4 =very important

Item
Leading teams
Hard
work
-Listenino
Trustworthiness
Integrity
-Positive attitude
---

-

Brownell

Mean
SO4.73
521
4.65 533
4.62
,523
4.59
680
4.55
,657
4.52
,644
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career development appear to be
those that will be needed for
meeting each of the five future
industry challenges? While speculative, such an activity should
reveal important gaps.
Personal skills valued
Individuals best suited to
succeed in hospitality management are those who have a
concern for their employees and
the interpersonal skills required
for effective execution. In
reviewing item means, it seems
clear that respondents were
valued for their interpersonal
skills such as leading teams,
listening, and managing conflict
(overall mean 4.54).Apositive attitude was also viewed as essential
to facilitate strong interpersonal
relationships on the job (4.52).
In addition, respondents noted
the importance of trustworthiness
and integrity-and, to a slightly
less
extent,
confidence-as
assisting in their career development (mean 4.49). Not only does
this cluster of personal characteristics align with the need for trust
reported in the earlier literature
review, it should also be noted that
over a quarter of all general
managers generated this response
when asked a n open-ended question about the factors required for
success in the future. Strong interpersonal skills combined with
perceived trustworthiness creates
a profile of those likely to recognize and empower the organization's human capital.
The skills and personal char10

acteristics related to employee
development also were perceived
by respondents as important to
their own advancement. In addition, nearly 12 percent of respondents mentioned developing
employees as a future management challenge. The survey
mean for appraising, coaching,
and providing feedback combined
was 4.25. When the rating for
mentoring is included with this
skill set, however, the overall
mean drops to 4.07.
Managing diversity, change
The two final managerial challenges identified in the literature
review were managing diversity
and adapting to change (one
aspect of change, the impact of
technology, was also mentioned by
more than 11 percent of respondents as a future challenge). The
mean for the two skill items specifically related to intercultural
communication, combined with
the personal characteristic of a
global perspective, was only 3.71.
Items associated with adapting to
change, which presumes a set of
personal characteristics as well as
technological savvy, received a
mean ofjust 3.94.
Such relatively unimpressive
means indicate that the skills and
personal characteristics required
to meet two of the industry's
future challenges may well be
overlooked. Given the certainties
of change and globalization, those
responsible for management
development may want to address
this potentially serious gap. Table
FIU Hospitality Review /Fall 2004
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4 illustrates these disparities by
suggesting which of the skills and
personal characteristics included
on the survey align most closely
with each of the five industry
challenges, and providing the
mean ratings.
While the importance of
management development is
undisputed,'' the effectiveness of
current efforts has been questioned on several fronts. Neither
organizations themselves nor the
academic institutions that provide
hospitality management education
have escaped criticism leveled
against largely conceptual designs,
as study after study Ends that
"vlsion
. . is easx execution is hard."'"
RiEinl&speaks for many of his

colleagues when he notes that the
true test of leadership is "trial by
fire." While managers need basic
concepts to guide their thinking,
they must then be able to apply
what they know appropriately in
the field. As another consultant
notes, "Ninety five percent of
managers say the right thing. Five
percent can actually do it."15
Academic settings rated

Hospitality
management
educators are in agreement that
strong experiential course components strengthen individuals'
ability to apply key concepts and
transfer skills from the classroom
to the workplace. Laboratories,
team activities, experiential exer-

Table 4

\
Perceived as contributing to career development (means on five-point scales)
Challenge---Skills
Personal Characteristics ----leading teams &
leading teams (4.73)
positive attitude (4.52)
interpersonal skills
conflict management (4.31)
listening (4.62)
mean = 4.54 ---effective
instilling trust
integrity (4.55)
trustworthiness (4.59)
mean = 4.49
confidence (4.35)
-developing employees appraising (4.01)
coaching (4.41)
providing feedback (4.33)
mean = 4.07
--managing in a global
intercultural communication(3.79) global perspective (3.36)
environment
managing diversity (3.98)
mean = 3.71
-adapting to change
technological expertise (3.21)
llexibility (4.37)
creativ~ty(3.82)
mean
solving
ability
(4.36)
- = 3.94
---------problem
---Source: Literature review

Source: Survev results
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cises, community service projects,
and internships all contribute to
the relevance of the instruction and
facilitate the deeper learning
required to develop critical
management competencies.
Educators might take note of
the fact that respondents ranked
the value of an educational background third from the bottom in
terms of items perceived to
contribute to their career success
(mean 3.09). The message seems
clear; academic programs are not
realizing their potential to provide
the type of experience that is
perceived as directly promoting
career advancement. Efforts to
enhance instructional relevance are
needed to increase general
managers' perceptions of the value
of an educational background.
Designing academic programs
to produce tomorrow's hospitality
leaders requires more than just
effective instructional strategies.&
reported earlier, four of the six
items associated with career development - and also receiving the
highest overall mean ratings - were
personal characteristics. Admission
processes must address the question of desired personal traits and
provide methods to assess applicants'flexibility, creativity, attitude,
and work ethic as well as their more
traditional credentials.
If practitioners are to trust the
value of a hospitality degree, they
will need to be assured that graduates have more than a solid business foundation and a functional
knowledge of the industry. They
will want to know that graduates
12

are also prepared to apply their
expertise to create inclusive, teambased cultures and handle daily
dilemmas with a positive, "can do"
approach. This finding suggests
that admissions practices should
address key personal characteristics as well as more traditional
criteria, and that these factors play
a much more central role in
ensuring graduates' success than
commonly acknowledged.
Women fall behind
While admissions statistics
indicate that women are well-represented in hospitality management
academic programs, the demographic information from this study
shows that a proportionately small
number are assuming unit level
leadership positions in the luxury
hotel segment. This finding
suggests that special attention
should be given to better defining
career paths for women in middle
management positions. In addition,
the obstacles to women's career
development need to be identified
clearly and addressed.
Once applicants are admitted,
educators also must share responsibility for helping future industry
leaders to build character and
behave ethically by focusing not
only on what students learn, but
also on whom they become as
members of a global community.
Students who come to understand
that they are defined by the choices
they make, day in and day out, will
be better prepared to align vision,
values, and behavior as they step
into management positions.
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success. Additional
Classroom training methods career
alone are insufficient to prepare research is required to determine
leaders to handle the dynamics of why mentoring appears to be a
unanticipated events in a neglected practice.
In addition to renewed focus
constantly changing workplace.
Tichy16is among those who argue on mentoring, other skills and
for more action learning on the job, personal characteristics that
explaining that formal training deserve additional attention are
can influence no more than 20 those related to managing diverpercent of a leader's professional sity and change. Effective
development.17BennisLsconcludes methods must be developed to
that the concepts are essential, but help new managers communicate
afterward even the most senior across cultures and prepare for
managers "have to invent it for managing in a multicultural envithemselves in the field." Supervi- ronment. Developing structured
sors must take responsibility for programs to identify and assess
competencies
enables
continuous employee learning and core
recognize "teachable m~ments."'~employees to grow throughout the
Opportunities to demonstrate or course of their careers. As organireinforce appropriate responses zational structures flatten and
might present themselves in a service employees take more
variety of situations, such as when responsibility for problem solving,
an employee conflict arises or developmental activities and
when special accommodation is accompanying reward systems
made for a guest.
must be in place at all levels.
The concern raised by respondents regarding the industry's
Mentoring is neglected
The skills of providing feed- inability to attract young talent
back, appraising employees, and into management positions is
coaching will become increas- troubling. A more vigorous focus
ingly important as managers a t on career development, and the
all levels share responsibility for clarification of career paths, may
developing members of their begin to address the recruitment
teams." Managers' ability to issues that were mentioned. Partserve as role models by demon- nering with academic institutions
strating effective practices is also to design and deliver tailored
a proven method of helping programs for continuing education
employees recognize and acquire ensures that managers remain
new skills. While mentoring has challenged and equipped with
been found to be an effective cutting-edge industry practices.
development activity," responSelection processes also must
dents in this study rated it near be aligned with management
the bottom of the list (mean 3.55) development goals and designed
of behaviors contributing to their to assess such competencies as
Brownell
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work ethics, integrity, and a positive predisposition. These traits
are nearly impossible to modify
once a n employee is on the job,
yet researchers interested in
identifying
characteristics
related to managerial effectiveness repeatedly have identified
them as critical success factors.
Assessment centers, for instance,
are one of the most effective
methods for observing individuals' personal characteristics in
settings similar to those they
confront in the workplace. In
addition, assessment centers are
one of the most powerful tools for
judging an individual's ability to
respond appropriately to circumstances and dilemmas that might
arise in the future.22
The ideas presented here are
summarized in Figure 1,which
parallels industry and academic
management
development
processes. Elements of the model
illustrate the ways in which
academic and industry professionals first select, and then continuously assess and develop,
management talent through a
variety of methods and interventions. The need for continuous scanning to identify future leadership
requirements is also emphasized.
Tomorrow's leaders will face
an ever-changing workplace
with a dynamic set of roles and
r e s p o n s i b i l i t i e ~The
. ~ ~ men and
women already in senior
management positions, those
general managers who participated in this study, agree that
strong interpersonal and leader14

ship skills will be essential for
effectiveness as they articulate
their vision and inspire all
employees to play a role in that
future.
Achivement ranks high
When general managers were
asked what aspect of their job was
most personally rewarding, nearly
40 percent of study participants
indicated that they enjoyed
helping their employees to grow
and watching them succeed. When
respondents reflected further on
what it was about the job that
captured their passions and imaginations.
several mentioned the
~,
virtually limitless opportunities
hospitality leadership provides for
"making a difference where it
matters." The general manager
profile that emerged from this
study was characterized by the
values of trust and integrity.
Respondents noted the satisfaction of "achieving things that seem
impossible," and "creating magic"
with employees by facilitating
commitment and teamwork.
Clearly, these general managers
have experienced the excitement
of looking into the future and realizing that it is in their hands.
Guided by a clear vision of the
ingredients for managerial effectiveness and equipped with a
variety of career development
strategies, general managers look
forward to the role they can play
in shaping the next generation of
hospitality leaders.
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Figure 1

Methodsfor developing future hospitality leaders
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Electronic perception technology
applications in food service
by Michael L. Kasavana,
Bonnie J. Knutson, and
Hee S. Lee

Electronic Perceotion Technoloav (EPT)
enables automatid equipment to 9ain art$cialsight commonly referred to as "machinevision"by employing specialty software and
embedded sensors to create a 'Visual"inout
field that can be used as a front-end
cation for transactional behavior. The
authors review this new technology and
present feasible future applications to the
food service industry in enhancing guest
services while providing a competitive
advantage.
~

~~

E

lectronic Perception Technology (EPT) is an innovative technology that enables
automated equipment to gain artificial sight commonly labeled
"machine-vision." It provides electrical components and specialty
devices with the ability to recognize
and respond to nearby objects in
real time. EPT employs application
software and embedded sensors to
create "visual" input and to enable
transactional behavior (actionlreaction). Until recently, the field of
machine-vision was limited to such
devices as auto-focus cameras,
18

digital measuring equipment, and
related devices. Now, the field has
expanded to incorporate EPT
projection phenomena.
Unlike face recognition, an EPT
sensor recognizes movement and
gestures by interpreting the reflection of light projected against a flat
object or surface. Basically, an EPT
projector beams an image onto a
flat surface (e.g., projection of a fuUsize typewriter keyboard onto a
table top) and is capable of recognizing user interaction with the
projected item (e.g., "typing" using
the artificial keyboard to create
distinguishable
data
entry).
Current EFT applications have
been limited to projection devices
designed to extend the capabilities
of cellular phones, personal digital
assistants (PDA),interactive game
boards, and a variety of industrial,
medical, and security equipment.'
Canesta patents process
Canesta, Inc. patented a
process that uniquely allows
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machines t o recognize threedimensional objects. EPT permits
an array of products to perceive
and react to objects in a restricted
plane in real time through the
medium of "sight." The process
relies on low-cost, high-performance, embedded sensors and
specialty oftw ware.^ Unlike an
Eigenface algorithm that maps the
characteristics of a person's face
into a multidimensional space
(thereby creating a face print), EFT
is also capable of recognizing
actions and g e s t ~ r e s . ~
Although technological developments have continually produced
a variety of sophisticated devices,
until recently there has been little
progress in providing devices with
a vision or sight capability.' This
lack of sight is often perceived as a
major stumbling block to innovative progress and product advancement. The goal of EFT is to enable
devices or applications of any
complexity to be able to perceive
objects and features in real time so
that the identification of actions
and reactions are practical and
productive.
Components required
An EPT configured device
consists of three required component parts: projector, infrared
light source, and sensing system
(http://www.canesta.com).
The
projector is used to propel an image
(e.g., virtual keyboard) onto a flat
surface. The image pmjector uses a
holographic format to defract a
single beam of laser light directly
into the imagelpattern being

Figure 1
Canesta keyboard
pattern projector

L

A

Courtesy ofCanesta,Inc (canesta.mmi

Figure 2
Canesta keyboard IR
light source

L

i

Courtesy of Canesta,h c . icanesta.mml

Figure 3.
Canesta keyboard
sensor module

Courtesy of Cane.sta,Inc. (caneata.con&)

projected (see Figures 1 , 2 and 3).
EPT applies an infrared light
source to the illuminated object.
Infrared is an invisible band of radiation at the lower end of the electromagnetic spectrum that starts a t
the middle of the microwave spec-
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Sensors read light
The light illuminating each individual pixel in an image sensor
comes from a different feature in the
imagelpattern being viewed. An EPT
sensor, housing an embedded
complementary metal oxide semiconductor (CMOS)chip, is capable of
reading reflected images of light
emanating from objects. Since light
moves at a constant speed and takes
a measurable time to travel between
points, it is possible for the CMOS
chip to calculate the distance
between those points. Knowing the
amount of time light takes to reach
each pixel makes it possible to calmlate, with certainty, the exact
distanceto the object. In other words,
it is possible to develop a threedimensional "relief' map of the
surfaces contained or created within
the projected scene. In three dimensional space objeds previously indis-

t m m and approximates the beginning of visible light. Infrared transmission requires an unobstructed
line of sight between transmitter
and receiver. Infrared is used for
wireless transmissions between
computer devices as well as most
remote control units for television
sets and stereo equipment. In addition, an infrared band can also be
used in a variety of security detection equipment.
In a virtual keyboard projection,
for example, the user's typing
activity occurs in the thin layer of
space that separates the hovering
object and the moving fingers of the
user from the surface of the
keyb~ard.~
The infrared light source
projects straight lines and the user's
fingers become visible to the sensor
as they intersect one or more of the
projected lines. This intersection
forms the basis of visible recognition.

Figure 4
Flow diagram of the key stroke interpretationalgorithm
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tinguishable from the background,
for example, metaphorically "jmp"
out
toward
the
viewer
(http:www.canesta.com).Returning
to the virtual keyboard example, the
user's fingers can be identified and
separated from the background
objects in the image. This series of
actions can lead to formulation of a
key stroke algorithm (see Figure 4).
Localization determines the
position and time of each keystroke.
Event classification determines the
type of action (i.e., taping, landing,
moving, and takeoff).'l'riangulation
transforms image points into
keyboard positions as a table, then
maps to the identity of the key associated with that position. Key identity and event type determine the
appropriate keyboard event. For a
broad class of applications, multidimensional mapping can be
extremely helpful in reducing the
mathematical and physical complexities that have prohibited successful
computer vision development and
application in earlier developments.

In a recently issued U.S. patent,
Canesta was able to apply a new
class of lowcost sensor chips to clock
the travel time of light. The chips
function in a manner similar to
radar in that the distance to remote
objects is calculated by measuring
the time it takes an electronic burst
of radio waves to make the round
trip from transmitting antenna to
reflective object. Similarly, the EPT
Canesta sensor chip relies on a burst
of unobtrusive light as a transmission media for round-trip monitoring
(http~Iwww.canesta.com).
The EFT chip, which is not
susceptible to ambient light,
measures the duration of the pulse
to reflect back to each pixel via a high
speed, on-chip, timer. Alternatively,
the EFT chip can be calibrated to
simply count the number of
returning photons - an indirect
measure of distance that can also be
useful. From a technical p e r s m v e ,
onboard miniature components are
used to perform these computations.

Figure 5

Size of EPT components

--
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Data entry resolved
EFT may soon be used to solve
several of the data entry challenges
posed by tiny mobile and wireless
devices (http://www.ananova.com).
As electronic devices continue to
become more miniaturized, data
entry becomes problematic. To
compensate for the small size of a
data capture device, EPT can be
used to provide a rich set of user
input formats capable of recognizing penfstylus movements,
human gestures, and body movements (see Figure 5). Applying
miniature components to traditional stand-alone devices, for
example, enables the projection of a
virtual keyboard from a standard
PDA device to simplify data input
(see Figure 6).
There are two EFT user input
formats available: embedded (EFTenabled) format and add-on (EPT-

applied) format. An EPT embedded
format involves the pre-installation
of EET components to a stand-alone
appliance or device. There is no
need for additional parts; the
embedded components render the
unit EPT-enabled (see Figure 7).
Alternatively, a separate EFT
peripheral can be attached to the
body of an appliance or device as an
add-on to form an EPT-applied unit
(see Figure 8).
In an automobile, for example,
EFT can be applied to locate and
clarify blind spots as well as warn
the driver to steer clear of dangerous
objects in the approaching roadway
(http~/www.onstar.com).Since EFT
is capable of recognizing movements
and gestures, the driver can use
hand gestures to control the car's
radio, heater, cellular phone, or air
conditioner thereby minimizing
distractions while allowing the

Figure 6
EPT-enabled PDA illustration

Courtesy of Canesta,Inc. (canesta.eoml
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Figure 7
EPTenabled mobile phone illustration

Courtesy of Canesta, Inc. fcanesta.omj

Figure 8
EPT-enabled add-on peripherals

Courtesy of Canesta, Inc. 1canesta.comi

driver to focus on extcmal safety
~oncerns.~
EST can be used to create
a driver automohile assistance
system (see Figure 9).
For security systems, replacing
closed circuit television monitors
with EPT technology can significantly increase a huildiig's level of
security. For example, to facilitate
Kasauana,Knutson.and Lee

entry to a restricted area, authorized
personnel may be identified through
instant ID recognition. EFT sensors,
trained to read facial appearance
and expressions, can be used to
match images with a media-friendly
database, and to activate and verify
authorization within a restricted
entry location (see Figure 10).
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Figure 9
EPTsnabled automobile assistance system

Figure 10
EPT-enabled security recognition system

By recognizing a wide array of
movements, EFT devices are
capable of detecting a variety of
activities. This feature can be
applied to health monitoring,
inventory monitoring, hotel guest
room monitoring, and so on
(http~/www..canesta.com).
Just as an EFT projector can
beam a virtual keyboard onto a flat
surface, an EPT-enabled device can
project a drink and snack menu
onto the counter of a dining room

table or bar counter to encourage
customer self-order entry (see
Figure 11).It will be easy to place a
drink or food order, given the relative simplicity and limited offerings
projected by the system. Once an
order has been entered, the order
can be transmitted from the EPT
capture device to the restaurant's
POS system for production and
service. A confirmation message
can be beamed back to the customer
acknowledgingreceipt of order.
FZU Hospitality Review /Fall 2004
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Figure 11
EFT-enabled bar counter projection

Similarly, consider the possibility of a road warrior driving down
the road with a hungry passenger
who may be able to place an order
directly to a nearby restaurant
through an installed EFT device. By
using an EFT-enabled handheld PC,
PDA, or cell phone inside the car,
the eatery can be contacted for order
placement, table reservation, or
related action. Using the handheld
device to connect to the Internet, for
example, he can apply an EPTenabled device to generate a menu
image and project that image on the
inside of the car's windshield. By
touching or pressing the menu item
icons projected, the Em sensor can
read and process customer actions
and transmit that information to
the restaurant POS system. Since
Kasauana,Knutson and Lee

the image can also be projected in
proximity of the driver's view, the
driver can safely keep one eye on the
road while placing hidher own
order (see Figure 12). The information can then be converted to an
electronic signal and delivered
through CDMA or WCDMA (Wideband Code Division Multiple
Access) to the restaurant for
processing. Probably the virtual
menu projected onto a flat surface
wiU be an abbreviated version of the
restaurant's physical menu. It is a
simplified version designed to ease
food service ordering, similar to
what might be contained in a kiosk
order entry system.'
Similarly, passengers may be
able to place a food service order
while in transit aboard an airplane.
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Figure 12
E m n a b l e d Automobile Windshield Menu Projection

The inflight menu can be projected
onto the passenger tray table and
the order entry completed by
touching menu item descriptors.
The order can then be automatically communicated to a designated
production station for inflight
dining. By adding an EPT projector
to the light panel above select seats,
the airline company may gain a
competitive advantage while
enhancing operational efficiency.
This process can improve service
speed as passengers choose inflight
meals from a projected menu rather
than through flight attendant
interaction (see Figure 13).
EPT is innovative
EPT is an innovative technological advancement capable of
providing vision to projected
virtual objects. In food service, for
example, EPT projection might
enable guests to self-order
26

without having to rely on a physical, printed menu. By projecting
a virtual menu, item selection can
be rapidly relayed, processed, and
served with greater efficiency.
Self-entry orders can be available
wherever an EPT-enabled device
and projection surface are found.
Devices need not be larger than a
hand-held terminal, PDA, or
cellular phone with a high-resolution display. In the not too distant
future, in addition to in-house
clientele, approaching drivers may
be able to place an order from the
road via EPT windshield projection. While the feasibility of a
cellular phone call being placed
from an automobile appeared to be
impractical only a few years ago,
mobile EPT services are likely to
arrive sooner than expected.
Hospitality firms would be wise to
consider the myriad of possibilities
of EPT applications in extending
FIU Hospitality Review /Fall 2004
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Figure 13
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Measuring brand equity
of restaurant chains
by Woo Gon Kim,
Peter DiMicelli,Jr.,
and Jin Kang

Linle research has been done to measure
brand equity of hospitality companies. It is
imoortant for food service oraanizations to
measure accurately their b;and equity in
order to manage and leverage it properly.
This study attempts to measure the brand
equity of casual dining restaurant chains in
monetary terms using conjoint analysis.

?"

e term "brand namen(brand)
originated from putting the
name of the producer on the
product to find out who had the
responsibility when the product had
a problem.' Ironically, the term
"Uncle Sam" got its origin from a
brand name. It seems that during
the War of 1812, pork was shipped
to American soldiers in barrels
stamped with the letters "U.S." and
the name of the packer, Sam Wilson.
The soldiers referred to the U.S.
pork barrels as "Uncle Sam's meatn
and this brand name later became
the nickname for a major symbol
representing the United States.
According to Keller, "Consumer
brand knowledge can be defined in

terms of the personal meaning
about a brand stored in consumer
memory....'' An example of this
statement and of how brand is being
used in the hospitality industry is
evident with the Hilton Grand Vacations Company, which uses brand
recognition through the continued
development of the company's line
of Hilton Grand Vacations Club
ownership program. Thus through
the continued development of the
vacation ownership program,
consumers are becoming more
aware of the brand name known as
Hilton Grand Vacations Club. This
consumer awareness (brand recognition) of brand equity is being
stored in their memory, passed on to
others, and also used by them in
investing in the ownership program
which allows the brand equity to
continue to grow for the company.
Thls type of brand equity recognition makes it easier for banking,
investment, and other financial
industries to place an equity value
on the brand name.
FIU Hospitality Review /Fall 2004
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Brand names have increasKeller describes several consumer stimuli fadors that are "key ingly been considered as primary
dimensions of brand knowledge": capital for many businesses.
awareness, attributes, benefits, Financial professionals developed
images, thoughts, feelings, atti- the notion that a brand has an
tudes and experiences." These equity value, which exceeds its
dimensions of brand knowledge can conventional asset value. This
further be described or defined in notion is based in part on the fact
terms of brand recognition as a that the cost of introducing a new
name, term, sign, symbol, design, or brand to its market has been
a combination of these factors approximated a t $100 million,
which is intended to identify the with a 50 percent probability of
goods and services of one seller or failure.' Brand power as a longgroup of sellers, and also to differ- standing part of the base for
entiate them from those of competi- equity, instead of management
tors.' Though brand covers various strategies for short-term performeanings of identification, it is mance, has been re-evaluated by
used in this study as a representa- many American companies.'
The concept and measurement
tive of the value and equity it gives
to corporate recognition and identi- of brand equity has interested
fication. In short, brand equity has academicians and practitioners for
a value that attaches to brand more than a decade, primarily due
name and recognition.
to the importance in today's
Brand equity is the sum of the marketplace for building, maintotal amount of assets, including taining, and using brands to obtain
those formed by the brand identi- a definite competitive advantage.
fiers such as good will, deducted Many companies have established
by the total amount of liabilities. a strong brand image as a way of
It can increase or decrease the making customers believe that all
value of a product or service of their corporate products are of
offered by a company. The correct good quality and beneficial to
measurement of brand equity consumer needs. This brand image
should be calculated in order to also has an effect on the overall
manage a restaurant firm's brand corporate image, which helps to
and to build strong brand e q ~ i t y . ~form the value of the company.
The purpose of this study is This overall effect is valued as good
twofold: first, to measure the will, which is then given a dollar
brand equity of casual dining value for purposes of corporate
chain restaurants in monetary acquisitions and buy-outs.
terms through conjoint analysis,
It is no secret that the food
and, second, to determine the rela- service industry has a high
tionship between brand aware- mortality rate, especially within the
ness and brand equity value of first few years of a new operation.
chain restaurants.
This is one reason why it is hard to
Kim, DiMicelli, JI:and Kang
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attract investors for new food
service operations. However, even
successful food service operations
find it difficult to acquire new
investment funds for the purpose of
expansion and growth. One reason
for this is the problem associated
with assessing "added value or
intangible assets." It is difficult to
assess or evaluate "added valuen
without knowing the actual value
that a brand name adds to a product
As a major player in
or busines~.~
the corporate world and one with
continued growth potential, food
service firms should be well aware
of the importance of brand equity. If
service companies can provide
economic worth for their brands
that could partly explain the value
of intangible assets, they will be
able to attract more outside
investors by showing a more accurate valuation of the firm's equity
McDonald's ranked highest
A number of different
methods have been suggested for
measuring brand equity, such as
the consumer-based perspective,
the financial perspective, and the
combined perspective. Interbrand Group, a British consulting
group, annually estimates and
ranks the value of major global
brands by using a multiplier of
brand profits based on the
brand's performance along seven
dimensions. In 1999, the group,
using a subjective multiplier of
brand profits, ranked McDonald's
corporation as eighth internationally, with a value of $262
billion as a value for brand equity.

Interbrand's 2001 worldwide
research and corporate estimates
produced the following ranking of
some major American food service
operators: McDonald's was ranked
ninth, followed by Pizza Hut,
Kentucky Fried Chicken, and
Burger King, with rankings of 47,
51, and 80, respectively. It is not
surprising to find that food service
firms ranked high in their value of
brand equity in comparison to
many other service firms.
Research is summarized
Much research has been
conducted
concerning
the
branding phenomenon in the
hospitality industry. However,
research concerning the consumerbased equity of restaurant brands
has not been fully explored. Muller
and Woods made several proposals
and suggestions regarding the
importance of brand management
rather than product management
in the food service industry.1°They
first proposed that the common
skills and competencies necessary
for managing the brand name of a
multi-unit restaurant should
include a clear understanding of
the concept of the restaurant, the
dependability of the brand name,
the development of a better brand
image, as well as price and value
reconciliation. These researchers
believed that a restaurant brand
contains
specific
elements,
and promises explicit benefits to
the customer.
Restaurant brand management
goes beyond traditional means of
product differentiation such as
FIU Hospitality Review /Fall 2004
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service excellence, signature menu
items, attractive facilities, and
convenient locations. Brand
management in food service also
depends on positioning strategies
based on a clear understanding of
demographic and socio-economic
characteristics of customers as well
as their patronage behavior. The
authors also pointed out that brand
equity is built based on the flawless
execution of service, symbolic
image, quality products, and satisfaction of customer expectations. A
restaurant brand offering these
attributes can achieve an increased
market share, enhanced customer
loyalty, and a positive brand image.
A number of alternative
methods have been suggested for
measuring brand equity. During
the 20th Century, the most
commonly accepted approaches to
measuring brand equity were
either financial or consumerrelated methods. However, the
evaluation of these methods
presents some problems in
measuring brand equity. The
result from the financial approach
does not suggest a correct direction for a company to follow, since
it relies solely on the current
financial condition that fluctuates
with the daily movement of the
stock market. The consumerrelated method is more of a
marketing approach, and though
it may be more reflective of value
based on consumer behavior, it is
not objective.
In his article "Assessing the
Value of Brands," Murphy identified three generic brand strategies
Kim, DiMicelli, Jr. and Kang

in the restaurant industry: simple,
monolithic, and endorsed." Such
industry leaders as Tricon (Pizza
Hut, Taco Bell, and KFC) and
Darden (Olive Garden, Red
Lobster, and Bahama Breeze) have
followed the simple brand strategy
over the years. Following this
strategy, each independent brand
stands alone, thereby establishing
its own identity value and brand
equity. A monolithic strategy
adheres to the principle that the
strength of the corporate brand will
add value to an entire company's
product offerings. A good example
of this is evidenced in the Walt
Disney Corporation which has a
line of theme parks as well as
animation films.
The endorsed brand strategy
implements a recognized and wellaccepted name, which comprises
identifiable guarantees of quality
and consistency on a cluster of
products or services in a similar
general product category. Several
hotel chains have embraced brand
extensions as a means for their
market power. One such chain is
Marriott Corporation, which maintains a collection of lodging brands
operating in different industry
segments: Courtyard by Marriott,
Fairfield Inns by Marriott, Residence Inns by Marriott, and
Marriott Resorts. Each brand has
distinct attributes, but they are
unified by the corporate name
Marriott. Jiang, Dev, and RaoJZ
pointed out that brand extensions
helped to minimize the rate
of switching from a brand
family. However, brand switching
31

Contents © 2004 by FIU Hospitality Review.
The reproduction of any
artwork, editorial or other
material is expresslv prohibited without written permission
from the publisher, excepting thatone-time educational reproduction is allowed without express permission.

increased after the number of
extensions exceeded three.
Research ranks values
This research design is based on
the ranking of specific food service
related attributes that create a
perceived value for the brand. In
conducting research using conjoint
analysis, respondents assign a
value to predetermined features,
referred to as levels, of a product or
service. In this study, there are five
attributes and each attribute is
broken down into two to four levels,
which are used to determine total
brand utility.
In the study, each respondent
was given a card containing the
following attributes: brand name,
menu, service, location, and price in
randomized levels. These attributes
are similar to those proposed by the
National Restaurant Association
with regard to price, service, and
location. However, it should be
noted that in the Korean market,
menu is synonymous with food item
selections, and brand name is more
important to the focus of this study
than ambiance.
Three of the four names of the
sample restaurants were randomly
assigned to each card. The fourth
attribute is listed in a randomized
rotation on each card so a balance
of selection opportunity exists,
eliminating a carryover effect of a
respondent's opinion. The levels of
analysis for the attributes are as
follows: three levels for price, four
for brand name, two for location,
three for service, and three for
menu. There are a total of 216

( 3 x 4 ~ 2 ~ 3product
~ 3 ) profiles, so
the respondents have the opportunity to make a decision based on a
possible 216 rankings in the study.
The Orthoplan and its Fractional Factorial Design component
within the SPSS analysis program
were used to run the data analysis.
What makes these components and
program so nice to use is that each
respondent does not have to evaluate all possible profiles.
After all data were collected, 16
carefully chosen restaurant
concepts (profiles) were selected
through this process, and three
profiles were added to the preference research totaling 19 profiles in
all to determine the validity of the
preference model. The preference of
each profile can be calculated by
these ranking results.
Measuring preference is difficult because it is an abstract and
psychological matter. The easiest
way to measure preference is to let
respondents rank them according
to criteria of preference. However,
it is not easy to rank 19 profiles
using this study. Therefore, the
Balanced Incomplete Block (BIB)
test was used to measure the preference of each respondent in this
study. The BIB test is used widely
in the field of management,
marketing, research, and product
development. Using the BIB test
requires as many cards as profiles
to design the questionnaire.
It is likely that respondents
may pay more attention to the first
attribute when the profiles are
presented on each card. To prevent
a type of carryover effect of a
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respondent's opinion, a type of
counterbalancingwas used through
the rotation of the attributes with
every fourth set of cards in the BIB
tests. For example, attributes from
card 4 to card 7 are presented in
order of price+menu-*service+
location; attributes from card 8 to
card 11 are put in order of
location+price-+menu+service,
and from card 12 to 15 the
attributes are in the order of
service+location-t price-rmenu.
The attribute names are also
rotated with every fourth set of
cards. This will prevent profile bias
and increase respondent objectivity.
Conjoint analysis is useful
Conjoint analysis is widely
recognized as a useful marketing
research tool which can provide
invaluable information for product
design, market segmentation,
pricing decisions, and brand equity
researchL3.Conjoint analysis is a
technique for measuring trade-offs
by analyzing survey responses
regarding the consumer's preference." In a real purchase situation,
restaurant customers examine and
evaluate options that simultaneously vary across several attributes
in making their final purchase
selection. Conjoint analysis makes
it possible to calculate the brand
utility based on the responses on
each questionnaireby clarifying the
consumer's preference. Conjoint
analysis was adopted to quantify
the brand equity of chain restaurants in monetary terms. It has not
only been applied to tangible products, but also to intangible products

Kim,DiMicelli, Jr: and Kang

such as education, information
offering, tour guide, and many other
tangible and intangible products.
Casual restaurants selected
This study attempted to
measure the brand equity of
certain restaurant chains using
conjoint analysis. To evaluate
brand equity of a corporate name
within the food service industry
required the sampling of people
who frequented casual dining
restaurants. Customers ranging in
age from their twenties through
thirties were identified as the
primary guests of casual dining
restaurants such as T.G.I. Friday's,
Bennigan's, Outback Steakhouse,
and Snoopy Place, and were therefore targeted for this study.
T.G.I. Friday's is a leading fullsenrice casual theme restaurant
founded in 1965. It is currently
operated hy a worldwide restaurant consortium, which emphasizes great food, quality beverages,
and outstanding service rendered
in a festive dining environment.
The interior design is distinctively
decorated with authentic antiques1
memorabilia that showcase the
specific location and local decor.
The restaurant's menu has
evolved to reflect the needs of
guests and is catering to single
adults, families, and seniors. The
menu variety is upscale and selectively reflects a host of delicious
and healthy entrees.
Outback Steakhouse is the
number three operator of casualdining restaurants in 21 countries.
The chain prides itself on steak,
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chicken, and seafood entrees served
in an Australian-themed atmosphere. The Outback Company also
owns and operates other restaurant
chains with Italian, prime rib and
seafood themes.
Bemigan's was founded by D.
Bennigan, a native of Ireland, who
upon corning toAmerica searched for
places to relax with family and
friends, enjoy great food, raise a
glass, and wish them a hearty cheer,
just like the taverns of his homeland.
Backed by Metromedia Restaurant
Group's 30-plus years of franchising
experience, B e ~ i g a n ' snow offers
potential franchisees experience,
expertise, and brand equity, making
them one of the fastest and most
popular restaurant franchises today.
The menu is as diverse as the countries in which Bennigan's is located,
offering unique sandwiches, seafood
dishes, burgers, and their famous
baby back ribs.
Snoopy Place is a theme
concept offering food, shopping, and
entertainment, which opened in
late December 1998 in Singapore,
and eventually expanded to other
locations throughout Southeast
Asia. Each complex offers great
food and service, and has well over
2,000 kinds of Snoopy toys in the
gift shop, Snoopy cartoon strips, a
playroom for children, and a huge
airplane piloted by Snoopy. All the
grilled foods a t Snoopy Place use
black oak in the oven. These dishes
include pizza steak, kebobs, and
other meat dishes. There are, in
fact, over a hundred items on the
menu a t Snoopy Place, including
pasta, chicken fajita salad, grilled

chicken Caesar salad, chicken
quesadillas, seafood gumbo, and
pumpkin soup with lots of vegetables. The Linus set menu for children has crispy fried mozzarella
cheese and dim sum made into in
various shapes.
The respondents in this study
were selected while walking or
shopping in a downtown shopping
mall in the city of Seoul, Korea,
where all ofthe sample restaurants
are located. The survey administrators were instructed to ask a
screening question to determine
whether a person frequented
casual dining restaurants more
than five times during the past
one-year period. A total of 500
people who met the minimum
dining frequency requirement were
selected to complete the survey,
and 285 completed the on-site
survey, resulting in a response rate
of 57 percent.
Brand awareness plays role
High brand awareness plays a
vital role when a consumer selects a
restaurant chain over another. Such
strong awareness is a leading factor
in building hlgh brand equity. In this
study brand awareness is divided
into three major categories: first,
'Top of mind," which represents the
restaurant name that is foremost on
the mind of respondents; second,
"Brand recall," which is representative of the casual dining establishment that the respondent first
brought to memory when asked to
participate in the survey; and third,
"Brand recognition," which represents the most perceived casual
FIU Hospitality ReuiewlFall2004
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dining restaurant when considering
going out to dinner.
The results reflected in Table 1
show that T.G.I. Friday's holds the
highest level of brand awareness
with regard to being uppermost in
consumer's minds at 49.2 percent.
Bennigan's, which can be described
as the strongest rival, had a 21.2
percent "top of the mind" awareness rating. This study also
included an up-and-coming rival
and competitor in the casual dining
market in Korea, the Outback
Steakhouse chain. Though Outback
showed a low rate in the brand
recall (16.7 percent) as well as in
the brand name recognition (55.4
percent), it is considered to have a
high growth rate potential. Snoopy
Place, the most recently emerging
restaurant chain in Korea, showed
a very poor brand awareness level
overall. See Table 1.
Brand equity is measured
The first step is to measure the
brand equity of the selected four
restaurant chains in monetary
terms. It is easy to measure brand
equity when the product is tangible,
in which case a hypothetical

product is selected and analyzed.
Such is not the case in the service
area where objectively choosing a
real service product and a hypothetical one for observation can be d%cult. Also, the four restaurant
chains that are the subjects of this
study all provide a similar level of
service and menu, which could be a
problem. Therefore, this research
attempted all of the hypothetical
combinations about all attribute
levels of both menu and service for
each brand. The total utility of each
attribute was added together and
then divided for an average, which
was then used in the research.
In the first stage, the
researchers computed the relative
importance rating of the five
attributes and the utility level of
attributes by using SPSS conjoint
analysis program. As seen in Table
2, the score of Pearson's R and that
of Kendall's Tau are used in
conjoint analysis as a means to
verify the validity of the observed
preference and that of the speculated preference observed among
the holdouts in the combinations.
Table 2 shows that location turned
out to be the most important

Table 1
Results of brand awareness in four restaurant chains
T.G.I.
Friday's
65
Top of mind
(49.2%)
Brand recall
41
(38.0%)
-Brand recognltion
120
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Outback
Snoopy
Bennigan's Steakhouse
Place
28
1
(21.2%)
(0.8%)
65
18
1
7%)-(0.9%)
(16-(60.2%)
---123
72
16

35
---
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Table 2
Relative importance of the five attributes
Atlribute
Location
-p.p-p-p-p
Price
Brand name
Menu -Setvice

-

~

Importance (%)
28.63%
26.06%

-

Ranking
1

13 94%
12 05%

2
3
4
5

-

19.33%-

--

Pearson5 R = 983,p < 0001
Kendalk t?u = 889, p< OW4

attribute (28.63 percent) among
the five attributes, followed by
price 26.06 percent, brand 19.33
percent, menu 13.94 percent, and
service at 12.05 percent.
By systematically observing
how respondents react to the
resulting restaurant profiles, one
can statistically deduce the scores
(part-worths, a.k.a., brand utility)
for the separate attribute levels.
Table 3 shows that Bennigan's
topped the list in the attribute
levels of brand name with a partworths score of 1.10.This table also
showed friendly service to have the
highest part-worths score among
the three service attribute levels
with 0.68. Of the remaining
attribute levels, fine taste had a
part-worths score of 0.40, while the
price level of $12 had a score of 1.48,
and easy access with 1.62 showed
the highest part-worths score for
the menu, price, and location
attributes, respectively. The partworths scores are useful for determining which levels are preferred.
Once these scores are known, an
individual can simply sum them to
predict how each respondent would
react to the 19 profiles.

The second stage is needed to
estimate the total utility (desirability) of the four hypothetical
restaurants, which were estimated
to reflect the most realistic representation of attribute levels for each
restaurant chain. This stage shows
a simplified way to calculate the
total utility of a hypothetical
restaurant that was assigned with
an attribute level. The estimated
total utility of these four restaurant
alternatives is equal to the sum of
its part-worths, and its breakdown
is offered in Table 3. The total
utility of the four restaurants is
presented in Table 4. In examining
a hypothetical unit of T.G.I.
Friday's equipped with an average
check of $12, easy access, friendly
service, and fine taste, such an
establishment should render a total
utility of 4.78.Areview of the hypothetical restaurant under the brand
name of Bennigan's should show a
slightly lower total utility a t 4.55.
This reduction in total utility could
be a reflection of the fact that all
other criteria being equal, i.e., location, service and menu, Bennigan's
had a higher price by only one
dollar for a total price of $13.
FIU Hospitality Review /Fall 2004
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Table 3
Attribute part-worths
Attribute
-

Level

Part-worth~
---

Location

Easy access
Uneasy access

1.62
0.00

Price

$12

1.48

$13
Brand name

$1 6
T.G.I.

0.74
0.00
0.89
1.10

Friday's

Bennigan's

OutbackSteakhouse
Snoopy Place

Menu
---

Service
---

0.28
0.00-0.40

Fine taste
Large quantity
-0.39
0.00
VariousmenuFriendly service
0.68
Prompt service
0.05
Accurate service--0.00 -

Others fare worse

The two remaining hypothetical restaurants fared far worse in
measuring customer desirability,
i.e., total utility. Outback Steakhouse had the lowest total utility at
1.37. This can probably he
attributed to the establishment's
much higher price of $16 and to
having its location attribute rated
as "uneasy access." It should be
noted, however, that the Outback
Steakhouse chain is relatively new
in the demographic area compared
to the other three restaurants.
Though Outback had the lowest
total utility, it was not that much
lower than that of the Snoopy Place
restaurant chain, which is more of
a local or a t best a regional restaurant chain. Still, Snoopy Place had
a total utility of only 1.83.

The fact that Snoopy Place is a
relatively new restaurant in this
area probably placed it on an even
plane with Outback Steakhouse
and did not affect the total utility
outcome as much as the fact that its
price structure was $3 lower than
Outback's at $13 overall. Snoopy
Place's total utility score also
suffered because its location
attribute also had an "uneasy
access" rating. The main reason
why both Outback Steakhouse and
Snoopy Place had such lower total
utility scores in comparison to
T.G.I. Friday's and Bennigan's was
most likely the result of the higher
price attribute and the poor level
rating of "uneasy access" for the
location attribute.
Overall, respondents indicated
that the most optimal combination
A
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Table 4
Total utility of the hypothetical restaurants
Brand name
T.G.I. Friday's
Bennigan's
Outback Steakhouse
Snoopy
Place- - -

Location
Easy
access
Easy access
Uneasy access
Uneasy access
-

~

Price
$12
$13
$16
$13

is with the restaurant that has the
attribute level reflecting the lowest
price of $12, the location with easy
access, friendly service, and a menu
that produces food of fine taste. See
Table 4
Value is determined
The last stage in the use of
conjoint analysis to determine
brand equity value is a two-step
process. First, it is necessary to use
the total utility calculated in Table
4 and divide that figure into the
brand utility (part-worths) in Table
3, for each of the corresponding
brand names. This division step
will determine the brand equity
percentage as shown in Table 5.
Table 5 shows that the brand
utility percentage of 18.54 percent
represents T.G.I. Friday's brand
equity control of its total utility,

Menu
Fine taste
Fine taste
Fine taste
Fine taste

Service
Total utilitv
-Friendlyservice
4.78
Friendly service
4.55
Friendly service
1.37
Friendly service
1.83
~

while Bennigan's accounted for
24.11percent, Outback Steakhouse
20.38 percent, and Snoopy Place 0
percent of total utility, respectively.
Once the brand equity percentage
is calculated, then it is necessary to
multiply the annual sales of the
restaurant chain by its corresponding percentage, which is the
second step in the process. By
takingT.G.1. Friday's 18.54percent
control of total brand utility and
multiplying it by the total sales of
$32.8 million, it is possible to determine that the brand equity value of
T.G.I. Friday's name is equivalent
to $6.08 million. By following this
same process, the brand equity
value of Bennigan's name was
calculated to be $5.84 million,
while $3.32 million was given to
the Outback Steakhouse name.
Unfortunately, due to the zero

Table 5
Results of brand equity in four restaurant chains

Brand name
TGI. Friday's
Bennigan's
Outback Steakhouse
Snoopy Place

38

Total
utility
4.78
4.55
1.37
1 83

Brand
Total sale
Brand equity
2001)
value
(millions)
utility Percentape
(millions,
0.89
18.54%
$32.8 $6.08 .1.10
24.11%
$24.2
$5.84
0.28
20.38%
$16.3
$3.32
0.00
0%
$3.5
$0 -
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brand utility (part-worths) contribution of the Snoopy Place restaurant brand name to total
restaurant utility as stated in
Table 3, it was not possible to
impart a brand equity value to the
Snoopy Place restaurant brand
name. However, from each of the
other three restaurant chains, the
researchers were able to retrieve a
dollar amount attributable to the
brand name by taking a total
utility percentage of the sum of
total sales, which resulted in an
extracted brand equity value.
Brand equity value compared

Over the many years of its existence T.G.I. Friday's has exposed
itself to the press and created an
image whereby many consumers
give it a high awareness level.
Friday's showed a higher level of
awareness and the highest brand
equity value of $6.08 million, based
on the overall higher annual sales of
$8.6 million and higher total utility,
as compared to that of Bennigan's at
$5.84 million, (see Table 5).
However, Bennigan's brand equity
value was not much different from
that of Friday's. The reason for this
is that Friday's brand shows a lower
part-worths score a t 2 9 , which is
approximately four-fifths of the
brand utility rating of Bennigan's at
1.10. This leads to the obvious
conclusion that high brand awareness, i.e., top of the mind, does not
automatically mean high brand
utility or high brand equity value.
Brand equity does not rely on
awareness alone. It needs a combination of affirmative recognition
Kim, DiMicelli, Jr. and Kang

and recall, as well as brand awareness, to impress consumers in order
to raise the brand equity value.
As reflected in these tables,
conjoint analysis allows for market
segmentation. It helps explain
what consumers consider most
important and leads to the adoption
of a more efficient marketing
strategy
through
consumer
segmentation. Though not reflected
in any of the tables, the study did
show that on average, males
consider price the most important
attribute, whereas females thought
that location was the most prominent attribute. Additionally,where
to eat and the convenience of the
location did seem to be a priority for
the buying consumer,as reflected in
Tables 2,3, and 4.
Several factors are relevant

This study attempted to
measure the brand equity of the
restaurant chains using conjoint
analysis. Several attributes
combined together will determine
the degree of customer satisfaction a t the conclusion of their
dining experience. Since the
attributes representing customer
satisfaction interact with each
other, determining that one
attribute is more important than
another does not give the
researcher a n understanding of
the purchase habits or reasoning
for repeat patronage. What might
be considered an important
attribute might depend on the
presence or absence of other
attributes that, by themselves,
are less important.
39
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Conjoint analysis makes it
possible to measure relative values
of things considered jointly which
might be unmeasurable taken one
at a time. In the study, respondents
were each given a profile of a
restaurant, where each profile
consisted of a set of attributes that
differed by degree as it pertained to
the establishment's food and
service criteria. The exact
attributes were drawn from a
specific design and were included in
the set of profiles that each respondent received for evaluation as to
the worth of the profile to them
personally. In other words, the
researchers are using conjoint analysis in order to identify the value of
the brand based on the individual
respondent's attitudes toward the
attributes that were presented as
brand name, service, menu, price
and location. The researchers were
also looking to predict the respondents'loyalty and explain the variation in that loyalty based on each
person's perceived attitude. These
findings will be able to help
managers as well as marketing
decision makers manage their
brand's equity to maximize the
value of their asset.
Friday's ranks highest
The findings indicate that T.G.I.
Friday's leads Bennigan's in total
brand equity. The reason for this
outcome is that Friday's showed the
highest utility score (4.78) and
higher annual sales dollars in
comparison to Bennigan's. Although
Friday's showed a higher level of
awareness, their brand utility
40

percentage (18.54 percent) was
lower than that of Bennigan's (24.11
percent). Had Bennigan's brand
utility (recognition and value) been
a little higher than 1.10, it would
have scored a higher brand utility
percentage, which could have
resulted in a higher total brand
equity value overall than Friday's
which would have still had a higher
level of awareness. This leads to the
obvious conclusion that high awareness does not automatically mean
high brand equity. During its early
years, Friday's exposed itself to the
press and along with added
publicity has given itself a high
awareness level. On the other hand,
Bennigan's took a more friendly
approach that has led to the higher
brand equity.
One of the advantages of
conjoint analysis is its analytical
power. As tested in the above, a
conjoint analysis allows market
segmentation. This study showed
that brand equity does not rely on
awareness alone. It needs a combination of affirmative recognition
and brand awareness to impress
consumers in order to raise brand
equity. In the context of the application of conjoint analysis in
predicting a buyer's choice among
the multi-attributes used as a
measuring tool, a manger can now
use such information in terms of
determining what is best for
customer
satisfaction
and
continued growth.
Research has limitations
A conjoint analysis makes it
possible to calculate the brand
FIU Hospitality Review /Fall 2004
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utility from responses to the questionnaire. Nevertheless, the limited
number of attributes and comparable brand do confine the research.
When measuring brand equity,
consideration must be given to
factors such as price cuts that can
raise the numbers but hurt the
brand's image. Such elements
should be given close attention in
future studies. A month of administration of convenient surveys was
conducted to collect the data.
Since Seoul is the largest city
of South Korea, as well as its
capital, the small sample size may
not be a true representation of
customer preference in restaurant chains throughout the whole
city. Therefore, it may be an unreliahle attempt to apply non-representative results on the overall
total sales to estimate dollar
value of brand equity.
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Effect of smoke-free ordinances
on restaurant and bar sales
by Howard P. Glauert

Peer-reviewed stud~esthat have examined
the effect of the enactment of smoke-free
ordinances on restaurant and bar sales
have uniformly found that the enactment of
these ordinances does not decrease restaurant or bar sales, with most studies
observing no effect on restaurant revenues.

S

moke-free restaurant ordinances have been enacted or
proposed in many cities in the
United States. The main opposition to these ordinances has been
from restaurant and bar owners,
who have claimed that such an
ordinance would hurt their business. This review examines studies
that have quantified whether the
enactment of smoke-free ordinances influences sales in restaurants and bars. Only studies that
have been published in refereed
journals are reviewed in order to
ensure that the methods and interpretations have been peerreviewed, and only studies that
had actual data as to restaurant
and bar sales are described.

The first peer-reviewed study
examining the effect of nonsmoking ordinances on restaurant
sales was published by Glantz and
Smith in 1994'. Fifteen cities in
Colorado and California that had
enacted smoke-free restaurant
ordinances were chosen and paired
with 15 similar cities without ordinances. Examples of these pairs
were Aspen and Vail, Colorado,
Sacramento and Fresno, California,
and Palo Alto and Mountain View,
California; the smoke-free city is
listed first. Quarterly data on
taxable restaurant sales and total
retail sales were obtained from the
Colorado State Department of
Revenue and the California State
Board of Equalization. Total restaurant sales were analyzed as a fraction of total retail sales to account
for population growth, inflation,
and changes in the economy.
Sales not affected

Overall, there was no effect on
restaurant sales (as a percent of
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retail sales). After performing
statistical analyses, restaurant
sales were found to be increased in
two cities, decreased in one city, and
not changed in the rest. In
comparing the smoke-free cities
with the control cities, sales were
increased in one city, decreased in
one city, and not affected in the rest.
This study was updated in 1997
when three more years of data were
added; in addition data for five
cities and two counties that banned
smoking in bars (as well as seven
control communities) were addedz.
As beforc, smoke-free ordinances
were not found to affect restaurant
sales. In addition, bar sales (as a
percent of total retail sales) were
also not affected. When the city
pairs were examined individually,
only one city, Davis, California, did
have a drop in sales.
Southwest cities examined
Huang et aL3examined restaurant sales in West Lake Hills,
Texas, a suburb of Austin, before
and after a smoke-free restaurant
ordinance was enacted in June
1993. Data were collected for the
17-month period before the ordinance went into effect and for the
19-month period after it went into
effect. Seasonal variations were
taken into account, as were
economic trends. The analysis
found that restaurant sales did not
decrease after the ordinance went
into effect, and may actually have
increased (a positive regression
coefficient was noted).
Sciacca and Ratliff' examined
the effect ofa smoke-free ordinance

in Flagstaff, Arizona. Data on
restaurant sales, total retail sales,
and hotel and motel sales were
collected from the Arizona Department of Revenue for Flagstaff and
two comparison cities, Yuma and
Prescott. Four endpoints were
quantified: first, restaurant sales in
Flagstaff before and after the start
of the ordinance; second, the ratio of
Flagstaff restaurant sales to thosc
in comparison cities both before and
after enactment of the ordinance;
third, the ratio of restaurant sales
to total retail sales in Flagstaff both
before and aRer the start of the ordinance; and, fourth, the effect of the
ordinance on motel and hotel sales
both before and &r the start of the
ordinance. For all endpoints, the
smoke-free restaurant ordinance
was found to have no effect.
Northeast studies cited
A study from the state of
Massachusetts was performed by
Bartosch and Pope5. Thirty-two
cities and towns that had adopted
smoke-free ordinances between
1992 and 1995 were studied and
compared to 203 cities and towns
that had no such ordinance.
Taxable meals receipts data were
collected from the Massachusetts
Department of Revenue from
January 1992 through December
1995. The study did not find any
difference between communities
with smoke-free ordinances and
those with no ordinance. This study
was updated in 2002, so that data
between 1992 and 1998 could be
analyzed; again, no effect on the
restaurant business was observed6.
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New York City enacted a
smoke-free restaurant law in 1995.
The effect of this law on the city's
restaurants and hotels was studied
by Hyland et aL7.Data on taxable
sales from restaurants and hotels
was obtained from 1990 through
1997, and compared to similar data
from other counties in New York
State that did not have smoke-free
ordinances. Five endpoints were
quantified: first, total sales from
eating and drinking establishments; second, total sales from
hotels; third, ratio of these sales to
total retail sales in New York City;
fourth, ratio of sales from eating
and drinking establishments to
those outside of New York City; and
fifth, ratio of sales from hotels to
those outside New York City. For all
of these endpoints, the smoke-free
ordinance either had no effect or
resulted in a n increase in sales,
compared to the rest of the state.
Hyland and Cummingssalso examined restaurant employment before
and after the start of the smoke-free
law. Statistics were obtained from
the New York State Department of
Labor. They found that there was
a n 18 percent increase in restaurant jobs in New York City between
1993 and 1997, whereas there was
only a 5 percent increase in restaurant jobs in the rest of the state.
The Australian territory South
Australia (SA) enacted a law
prohibiting smoking in restaurants
in 1999. Wakefield et
examined
the effect of this law on restaurant
turnover (defined as retail sales +
wholesale sales) from April 1991 to
April 2001. They examined the
44

ratio of restaurant and cafe
turnover to total retail turnover
and also compared restaurant and
cafe turnover in SA to that in other
Australian provinces not having
smoke-free laws. The study found
that the enactment of the smokefree law did not influence the
restaurant business in SA.
California shows no change
In 1998, California began
requiring all bars in the state to
become smoke-free; restaurants
had previously been required to
become smoke-free in 1995.
GlantzLoexamined the effect of
these two laws on bar revenues in
California. Data were obtained
from the California State Board of
Equalization. For the study, bars
were defined as establishments
with full liquor licenses, and thus
included restaurants that had full
bars. The study had two endpoints:
bar revenues as a fraction of total
retail sales; and the fraction of all
"eating and drinking establishment" revenues that were going to
businesses with full liquor licenses
(to determine if there was a shift
toward or away from bars). No
change was observed in bar
revenues following enactment of
the restaurant law in 1995, but
there was a small increase in bar
revenues following enforcement of
the 1998 law. The fraction of all
eating and drinking establishment
revenues going to bars was
increased after both the 1995 and
1998 laws.
Finally, an ordinance that
banned smokmg in all public places,
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including both restaurants and bars,
was enforced in El Paso, Texas,
starting on January 2,2002. Huang
et al." examined the effect on restaurant sales, bar sales, and mixed
beverage sales. Sales tax reports for
restaurants and for bars and mixed
beverage tax receipts were examined
for 12years before and one year after
the ordinance was implemented.
Results were additionally examined
after expressing them as a percent of
total retail sales,or &r adjustingfor
inflation. No changes were observed
in restaurant revenues,barrevenues,
or mixed beverage revenues, either
before or after adjustment for total
retail sales or inflation.
Sales not affected
Overall, it is clear from the
above studies that enacting smokefree restaurant laws does not influence sales in restaurants, at least in
the cities and towns studied. Of
course, one cannot state with 100
percent certainty that this would
also be true for every city or town
that enacts a smoke-free ordinance.
It is likely, however, that nearly all
would have a similar experience as
the cities studied if a smoke-free
ordinance were enacted: no effect
on the restaurant business.
References
I S.kG1antz and L.R. Smith, "The effect
of ordinances requiring smoke-free restaurants on restaurant sales," American Journal
ofPublic Health 84 no. 7 (1994):1081-5.
S A Glantz and L.R. Smith, 'The effect
of ordinances requiring smoke-free restaurants and bars on revenues: a follow-up,''

Glauert

American Journal ofPublic Health 87, no. 10
(1997): 1687-93.
'P. Huang, S. Tobias, S. Kohont, M.
Harris, D. Satterwhite, D.M. Simpson, L.
Winn, J . Foehner, and L. Pedro, "Assessment
of the impact of a 100%smoke-he ordinance
on restaurant sales-West Lake Hills, Texas.
1992-1994,"Morbidity and Mortality Weekly
Report 44, no. 19 (1995):370-372.
J.P. Sciacca and M.I. Ratliff,
"Pmhibiting smoking in restaurants: effects
on restaurant sales," American Journal of
Health Promotion 12, no. 3 (1998):176-184.
W.J. Rartosch and G.C. Pope, "The
economic effect of smoke-free restaurant policies on restaurant
business
in
Massachusetts," Journal of Public Health
Management Practice 5, no. l(19991:53-62.
W.J. Bartosch and G.C. Pope,
"Economic effect of restaurant smoking
restrictions on restaurant business in
Massachusetts, 1992 to 1998," Tobacco
Control 11, Supplement 2 (2002):ii, 38-42.
' A. Hyland, K.M. Cummings, and E.
Nauenberg, 'Analysis of taxable sales
receipts: was New York City's Smoke-Free Air
Act bad for restaurant business?," Journal of
Public Health Management Practice 5, no. 1
(19991: 14-21.
A. Hvland and K.M. Cummines.
^Reat;~~lranr
ernploymnlt h f o w and after the
Nrw,l'ork ( ' ~ t sSnsnke-FrecAir Art."h,urnul
ofPublrc ~ e a j t hManagement practice 5, no.
l(1999l: 22-27.
* M. Wakefield, M. Siahpush, M. Scollo,
A Lal, A. Hyland, K. McCaul, and C. Miller,
The effect of a smoke-free law on restaurant
business in South Australia, Australia and
New Zealand Journal of Public Health 26, no.
4 (2Ml2):375-82.
lo S.A. Glantz, "Effect of smoke free bar
law on bar revenues i n California," Tobacco
Control 9, no. l(2000): 111-12.
'I
P. Huang, A.K. De, and M.E.
McCusker, "Impact of a smoking ban on
restaurant and bar revenues-El Paso,
a x a s , 2002,"Morbidity and Mortality Weekly
Report 53, no. 7, (2004):150-152.

a professor in the
Graduate Center for Nutritional Sciences
a n d the Department of Nutrition a n d Food
Science a t the University of Kentudfy
Howard F! Glauert is

45

Contents © 2004 by FIU Hospitality Review.
The reproduction of any
artwork, editorial or other
material is expresslv prohibited without written permission
from the publisher, excepting thatone-time educational reproduction is allowed without express permission.

The five essentials
of private club leadership
by Ronald Cichy,
Jaernin Cha, and
Bonnie J. Knutson

The authors examine underlying dimensions of private club leadership using principal components analysis. The data were
wllected between 1996and 2W3 from 702
club managers or club chiefoperating offcers who are members of the Club
Managers Association of America (CMAA).
Five factors - innovation, vision, inner
flalues, stewardsh~p,
and commun~cabonwere idenblied as essenfialsof private club
leadership.

generally held view is that
currently there is a lack of
eadership in the world.'
Leadership is what ordinary people
use to bring forth the best from
themselves and others. Leadership
has been an important topic among
leadership scholars and practitioners over the last several decades.
Research has been examining
underlying attributes, characteristics, and behaviors of successful
leaders. In doing so, leadership has
been defined in various ways and
from different research directions. In
particular, academic researchers
have delineated various leadership

A,
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styles including charismatic, transactional, and transformationalleadership, and have focused on which
type of leadership style is effective in
predicting performance outcome^.^
Authentic transformational
leadership is a revised theory of
transformational leadership, which
emphasizes the leader's ethical and
moral ~rientation.~
George characterizes authentic leaders as those
who genuinely desire to serve and
empower others rather than seeking
power, money, or prestige for themselves4 Along with authentic
leaders, servant leadership: which
puts other people's needs, aspirations, and interests above the
leader's own, is an increasingly
popular concept in the field. Three
types of leadership behaviors - relation-oriented, task-oriented, and
change-oriented - have been another
approach to defining leadership."
Hospitality leadership defined
Prior to 1990, research relating
to leadership in the hospitality
FIU Hospitality Review /Fall 2004
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industry was scarce. Since that
time, however, numerous studies'
have been conducted in several
segments of the hospitality
industry. These studies describe
qualities, keys and secrets of hospitality leaders in the lodging
industry, non-commercial food
service industry, commercial food
service industry, and club industry.
Several studies have focused on
applying the theory of transformational leadership in the hospitality
i n d ~ s t r y . ~These show that
managersltop executives who
exhibit transformational leadership behaviors are viewed as the
most effective. Testa examined a
disparity between the way
employees view their leaders and
the leaders' own view of themselves
in the hospitality industry, and
found that managers (leaders) gave
themselves higher effectiveness
scores than did their employees?
Leadership is defined
Arecent hospitality leadership
study by Knutson, Schmidgall,
and CichyIo contributes to the
hospitality leadership field in two
ways. First, this study employed
factor analysis to identify the
underlying dimensions of leadership while other previous studies
on hospitality leadership only
relied on descriptive statistics.
Second, this study focuses on
women leaders when most studies
have been based on male leaders.
The authors identified seven leadership dimensions (perseverance,
trust, inner values, responsibilities, stewardship, communication,

and vision) of women hospitality
leaders.
The primary purpose of this
study was to identify and examine
the underlying dimensions of
private club leadership,using procedures similar to those of the
Knutson et al study.ll In the private
club environment, club chief operating officers and club managers
must provide leadership for the club
membership, board, and staff.
The survey instrument was
constructed based on three original
sources: 24 leadership qualities
taken from the Bennis and Nanus
classical leadership study, seven
keys to business leadership adapted
from Labich, and 16 s e m t s of business leadership from Roberts."
Using a six-pint scale, respondents
were asked to indicate their level of
agreement from 1, strongly
disagreed, to 6, strongly agreed for
leadership qualities and secrets and
the level of importance from 1,very
unimportant, to 6, very important
for leadership keys. Cichy and
Schmidgall note that "three sources
(leadership qualities, keys, and
secrets) make a good survey basis
because the Bennis and Nanus
work is a classic leadership study,
Labich's is a popular approach to
business leadership, and Roberts
offers an unusual treatment of business leademhip."13
Participants in this study (total
n = 702) were chief operating officers or club managers who were
members of the Club Managers
Association of America (CMAA).
While attending the Business
Management Institute 111(BMI 111)
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at Michigan State University
between 1996 and 2003, respondents were asked to complete a
survey before they were exposed to
a leadership session, so that their
answers were not influenced by the
contents of the presentations. Data
were collected during three
seminar sessions each of the seven
years: April, September, and
November. To ensure that these
data from the seven years can be
aggregated for further statistical
analyses, the post-hoc Duncan test
was used to check for any anomalies among years on scale items.
This test also looked for any trend
over these seven years.
Findings show that scale items
are not different from each other
over that period, and there is no
particular pattern except for club
annual total gross revenue, which
increased over the years. The
authors suggest this trend is the
result of inflation. It should also be
noted that items in leadership
scales are rooted in human values,
and the theory of human value or
personal value theory" indicates
that human values are stable over
time. Thus it is reasonable to aggregate all data from 1996 to 2003 to
analyze the dimensions of overall
private club leadership. Table 1
shows the characteristics of clubs
and respondents.
The majority of the total clubs
were
member-owned
(84.5
percent), compared to corporateowned (9.0 percent). Overall, a
majority of the total respondents
were from golf / country clubs (82.0
percent) followed by city / athletic
48

clubs (10.2 percent), and yacht
clubs (3.7 percent). Of the total,
average annual total gross
revenues were US$4.8 million,
with an average of 121 employees.
The majority of respondents were
male (84 percent). The average
number of years as a club manager
or COO in the club industry was
6.8 years. The age range of the
majority of respondents was
between 36 and 45 (45.1 percent),
followed by 35 years or younger
(33.6 percent), then by 46 to 55
(19.4 percent) years. The largest
percentage of the respondents had
an earned baccalaureate degree
(48.4 percent), followed by 34.9
percent who had some college or
associate degree, and by 12.8
percent who had done postgraduate work.

Factor analysis employed
Because the primary objective of
the present study was to identify
underlying dimensions of private
club leadership, factor analysis was
employed as the primary statistical
technique. Factor analysis is
intended to reduce a large number
of variables to a smaller number of
factors by grouping together variables that are correlated.'5FoUowing
the study procedures of Knutson et
al, factor analyis was runon each set
of the following: 24 qualities of effective leadership, seven keys to leadership, 16 secrets of leadership, and
the combined set (47 items in total)
of all three survey sets.16
To examine whether the data
were appropriate for factor analysis, the Kaiser-Meyer-Olkin
FIU Hospitality Review /Fall 2004
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Table 1
Characteristicsof clubs and respondents*
Type
of
ownership
Member
--owned
---9.0%
Corporate owned-------Other
6.4%
------------Type of club
CiWI Athletic Club
---Golf
1
Country
Club
82.0%
----Yacht Club
3.7%
Other
4.0%
4.8 rnlll~on
Annual total gross revenue (Average)
121.2
. .
- Number of em~lovees
-----Education level
-------High school or less
4.0%
----Some college or associate (two-year) degree
34.9%
Baccalaureate (four-vear)
dearee
48.4%
,
-12.8%
Post graduate work
--6.8 years
Number of years as a club manager or COO (Average)
-----Number of years
in
t
h
e
x
b
industry
(Average)
11.9
years
-~

~p

Age
-

--

35yearsor younger
-36 - 45 years

-------

46 - 55 years
55- 65 vears
-66 years or older
Gender
--Male
Female ------------

33.6%

45.1%
19.4"/0
1.9%
01%
83.9%
16.1%

Percenhges may notadd to 100%due to rounding.

measure of sampling
adequacy and Bartlett's test were
used. For data to be appropriate
for factor analysis, the KMO value
should be higher than .50 and the
chi-square value of Barlett's test
must be significant at the .05 level
(Kim and Mueller, 1978). As
shown in Table 2, the KMO statis(KMO)

Cichy, Cha and Knutson

tics for each scale were higher
than the recommended .5, ranging
from .76 to .92 and Bartlett's tests
were all statistically significant at
p < . O l level. These results certify
that the sample can be subjected
to factor analysis to uncover the
underlying patterns of variables.
See Table 2.
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Results of the Kaiser-Meyer-Olkin (KMO) and Bartlett'stests
Bartlett

KMO

--- -------

Chi-square

Significance
~ < . 0 0 1)
(df) - (276
p < ,001

Leadership qualities
2341.780
0.816
(Bennis & Nanus,
1985)
-----------Keys to leadership
601.943
0.760
21
p < ,001
(Labich. 1988)-----------Secrets of leadership
2928.980
0.911
91
p<.001
(Roberts, 1985) -------------Comblned measures
7003.924
0.919
741
p < ,001
of leadershio

Principal components analysis Four scales evaluated
To determine the basis for idenand Varimax rotation method were
used to generate the factors. The tifylng the underlying dimensions
criterion used for the number of of private club leadership, the
factors to be extracted was an eigen authors evaluated four types of
value greater than 1.Factor load- leadership scales, using three
ings above .71(50 percent variance) criteria: interpretability of factors,
are considered excellent, .63 (40 percentage of variance explained,
percent) very good, .55 (30 percent) and range of alpha scores. Table 3
good, .45 (20 percent) fair, and .32 shows the summary of factor
(10 percent of the variance) poor." dimensions for the four leadership
Because this study is the first scales examined: Bennis and
specifically designed to discover the Nanus, Labich, Roberts, and one
dimensions of private club leader- formed by combining these three
ship, all variables that loaded at .40 scales. See Table 3.
level or above were retained. CrossThe scale of leadership qualiloading items were specifically ties adapted from Bennis and
examined to see in which factor NanusLnproducedfactors that are
they best fit. An alpha was calcu- more readily interpretable than
lated for each factor with and the other three. Factor solutions
without that variable. If a factor's that do not make sense in the field
alpha score could be improved by of study are meaningless; even
removing any variable(s1,that item obtained factors show adequate
was eliminated, and a new alpha percentage of variance explained
score was computed. This process and range of alpha scores.1sIt is
continued until no further improve- important for researchers to
ment in alpha scores could be made ensure clear interpretability of
on each individual factor
obtained factors as prerequisite

FZU Hospitality Review /Fall 2004
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Table 3

p
Number Number
Range of
of initial of final Number
alpha
items items
of
facton
scores
-

----

Leadership qualities
(Bennis & Nanus, 1985)
Keys to leadership
(Labich,
1988)
--Secrets of leadership
(Roberts,
-1985)
Combined measures
of l e a d e r ~ h l ~

24

17

7 -7
--

Percent of
variance
explained

5 .53to .64
52.3
-2
.31 10.67
--

49.2

16

14

2

.70 to .84

46.2

47

39

8

.46 to 8 7

49.0

condition. In this sense, although
the range of alpha scores for leadership secrets adapted from
RobertsZowas highest among all
scales, this scale was not chosen as
the best scale by which to identify
dimensions of private club leadership because it suffers from
unclear interpretability and also
because it shows the lowest
percentage of variance explained.
A scale of keys to leadership
adapted from Labich2' was not
selected as the best scale by which
to identify dimensions of private
club leadership because this scale
shows the lowest range of alpha
scores among all, besides the
problem of interpretability. It also
should be noted that keys to leadership originally included seven
items, based on annotated notes
from business leaders.
The choice of the scale of leadership qualities from Bennis and
Nanusz"was reinforced because this
scale shows the highest percentage
of variance explained (52 percent),

compared to the other three (49
percent, 46 percent and 49 percent
for leadership keys, secrets, and
combined set). When the scale of
leadership qualities was compared
to the combined set, this finding is
noticeable because the numbers of
items for the combined set (revised
to 39 items) is more than double the
number of leadership qualities (17
revised items). This result indicates
that the 17 items of leadership
qualities is a parsimonious
measure of private club leadership,
compared to the 39 items of the
combined set.
Therefore, the authors selected
the scale of leadership qualities
adapted from Bennis and NanusZ3
as the basis for identifying the
underlying dimensions. This
finding differs from that of Knutson
et al.", which found that the
combined set produced the highest
range of alpha scores and explained
the largest percentage of variance
when they used the sample of
women financial executives. While
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Table 4
Factors of leadership quality for leaders

Items

+tH

relativ~~phzonleamin~k

Emphasize quality over quantity.
place a
Encourageand reward risk taking.
0.58
Surround themseives with people who are
not like them.
Don't change their minds often.
Maintain precise desired outcomes.
Provide a compelling message or vision.
Have a strong personal value or belief system.
familv
values.
Have strono
Have a good sense of humor.
Know their
strengths and nurture them.
Believe there is no such thing as failure, only
"next steps"; mistakes are, in fact. opportunities.
Provide appropriate information,resources and
support to allow employees to become empowered.
Are excellent public speakers,
Are inquisitive; they askthe best
Extra Method: Principal Component Analysis Rotation
Method: Varimax with Kaiser Normalization
Variance explained: 52%
Alpha
7 0 .

the study by Knutson et ~31.~~
uncovered eight dimensions of women
hospitality leaders based on the
combined set, this present study
supports five dimensions of private
club leadership based on a scale of
leadership qualities taken from
Bennis and NanusZ6.These differences can be attributed to differences in sample characteristics of
each study. Knutson et al.'s
researchz7 only studies female
members of the Hospitality Finan52

Factors
3

2

1

4

5

t
0.76

+

0.71

6

~

0

.

6

4

~

6

i

cial and Technology Professionals,
while the authors studied both male
and female club managers or club
chief operating officers (females= 16
percent). The level of importance
placed on any one attribute is likely
to be different based on such
elements as industry segments,
gender, time of data collection, and
economic situation.
As demonstrated in Table 4, on
the basis of the scale of leadership
qualities adapted from Bennis and
FIU Hospitality Reuiew /Fall 2004
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~

3

~

~

NanusZ8, five factors, which
accounted for 52 percent of the total
variance of the revised 17 variables,
were identified. See Table 4.

effectiveness at their individual
private clubs. Effective leaders
should have creative thinking and
flexible planning.31

Innovation is important
The first factor is termed
"innovation." Innovative leaders
exhibit similar characteristics or
behaviors of what change-oriented
leadership presents.29 Changeoriented
leadership implies
leaders' qualities that continuously make progress for advancement. This factor includes the items
that leaders focus on quality over
quantity and place a relatively
significant emphasis on learning.
These are prerequisites for leaders
to make progress to the future.
An important characteristic of
innovative leaders is that they
experiment with new things. They
are unafraid of trying or adopting
new methods and practices of business, and they do not penalize st&
members for taking risks, but
rather encourage and reward risk
taking. Effective leaders should be
ready and willing to change direction when necessary. They do so by
not surrounding themselves with
people closely similar to or exactly
like themselves. One of the irnportant aspects of transformational
leaders is that these leaders stimulate their subordinates by
presenting them with challenging
new ideas and different ways to
tackle old
Club leaders
must embrace local, regional,
national, and global changes in the
club industry, and always find ways
to improve business practices and

Vision is essential
The second factor, "vision," is
one of the four foundations of leadership discovered and reinforced in
various research conducted by
Cichy and his colleagues. Bill
Marriott defined the essence of
carrying through with a vision:
"Leadership is having a vision first,
and then communicating that
vision."j2 Club leaders provide a
compellmg vision to st& members.
The vision must be present in all
the decisions of the leaders. This
factor also includes the item, "maintain precise desired outcomes," an
important aspect of a compelling
vision because many managers do
not succeed well or even sficiently
in connecting vision to the striving
for and reaching of actual tangible
outcomes. Tangible outcomes are
those that people can see and touch
before they even exist. They seem
real despite the fact that they exist
only in the minds and hearts of
those who dream of achieving the
outcomes.
For example, if the club organization's vision is to deliver the
highest service quality experience
to club members, staff members
should be directed to an understanding of the ways in which such
a vision may be made real and
actually accomplished. Beyond
this, club leaders should provide
staff members with the tools to
measure club members' satisfac-

Cichy, Cha and Knutson
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tion. Effective club leaders make
sure that staff members clearly
understand expectations and how
they can reach their goals to
produce desired outcomes for their
club organizations.
Most importantly, effective
club leaders should not impose the
company's vision on staffmembers,
but rather should allow staff
members to have a shared vision
with the values of the organization.
Effective leaders know that it is the
power of the shared vision that
creates the desired outcome. They
understand that the shared vision
comes from individual personal
visions combined and strengthened
through synergy.
Quality improvements are a
part of each person's responsibility
daily in an organization that has a
vision of providing its customers
(club members and staff members)
with the level of quality that meets
their requirements and exceeds
their expectations. All of these individuals end up communicating the
message of quality and "being" the
vision for improving quality.

ciples. People wish to follow
someone who knows where he or
she is going. The Hindus have a
saying: 'lf you don't know where you
are going, any road will take you
there." To know their strengths,
leaders regularly ponder a number
of questions about their leadership
vision and values: What are my
personal values? What is my vision?
What is my vision for me a s a
person? What is my vision for my
family? What is my vision for the
relationships I am nurturing and
strengthening? What is my vision
for the organization in which I am a
leader? What is my vision for my life
in this decade? Where am I going?
Club leaders also have strong
family values and a good sense of
humor. By recognizing strengths
and building on them and identifying weaknesses and working to
overcome them, self-confidence
emerges. Club leaders must instill
this confidence in their familes and
organizations and other people to
strive to be the best that they can
become in service of others, family
members, and club members.

Inner values are emphasized
The third factor is labeled
" i ~ e values."
r
Leadership is first,
foremost, and always an inner
quest. Before leaders lead others,
they must first understand themselves and lead themselves. Values
tend to a d as guiding principles for
individuals and organizations. Selfknowledge is a combination of
knowing and being true to self and
being loyal to personal values and
unwilling to compromise their prin-

Leaders inspire
The fourth factor is called "stewardship." Effective club leaders
regularly provide relevant infomation, resources, and support to help
staffmembers become empowered.
Being a leader means being able to
encourage and inspire followers - in
this example, followers are staff
members. A recent Bennis and
Thomas leadership bookmpoints out
that "when you are the leader, you
have to remember that you work for
FIUHospitality Review /Fall 2004
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them, not the other way around."
Empowerment occurs when
information is shared, resources
are made available to help all
contribute to the shared vision, and
all are supported in thcir efforts.
Leaders believe that the way to get
what they want is first to help
others get what they want. One of
the results of empowerment is an
increase in the competence of staff
members. Club leaders support
their staff members and the staff
members in turn support the values
and vision of the club organization.
This factor also includes an item,
"Believe there is no such thing as
failure, only next steps; mistakes
are in fact opportunities." Leaders
support others and they do not
punish others for makingmistakcs.
Mistakes are opportunities for all to
learn and grow.
The transformational component "individual consideration" also
emphasizes that leaders should pay
special attention to the achievement
and development needs of their
subordinates (staff members).34
Effective club leaders should help
staff members improve performance by coaching (short-term
strategy) and / or mentoring (longterm strategy). Leaders foster an
organizational culture that invites
people to believe that they, and not
the leader, are the key to achieving
the shared vision. Club leaders
should have the capability to let
their people do their jobs and help
them fulfill their responsibilities.
Clubs are highly service-oriented
organizations and, in that sense,
club leaders' roles are to motivate
Cichy, Cha and Knutson

and encourage others to make staff
members to feel that they
contribute importantly to the organi~ation.~
Communication is key

The fifth factor, "communication," is one of four foundations of
leadership previously identified by
Cichy and his colleagues. Communication is the key to leading a
team on a successful path toward
a shared vision. Without communication, a leader cannot build
trust or a shared vision or persevere in the journey. The more
leaders learn about effective leadership, the better they will be able
to communicate with others.
Knutson et a1.k study also identified communicalion as one of the
dimensions of women hospitality
leaders. Knutson et al. observed
that "communication is a two-way
street. Most importantly, communication is active listening and
asking the best question^."^^ Thus,
both the listening and the
speaking dimensions of communication should be emphasized in
private club leadership.
Club leaders must listen to the
needs and ideas and support the
associates of the organization. They
know that the associates often see
and fcel what is not seen or felt by
the leader because associates are
more frequently in close contact
with the club's members. Leaders
must listen to the members that the
organization serves, as well as to
the people in the organization who
serve the members. Club leaders
should listen to understand the
65
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views of others so they can learn
from others.
More research is necessary
What constitutes elements of
leadership is an ongoing debate.
The main purpose of this study
was to determine underlying
dimensions of private club leaders.
The authors believe it to be the
first to identify such dimensions in
this industry. To that end, this
study evaluated four types of leadership scales followed by Knutson
et al.'s procedure38,and found that
the revised scale of leadership
qualities (17 items) taken from
Bennis and Nanus" best described
dimensions of private club leaders.
Principal components analysis
with Varimax rotation method
indicated that private club
leaders have five underlying
dimensions such as innovation,
vision, inner values, stewardship,
and communication. The authors
also believe that current private
club leaders are most likely to
possess leadership qualities and
characteristics associated with
these five essentials.
Current and future dub industry
leaders should pay attention to these
identified five dimensions. Elements
such as communication skills, articulating vision, and creating shared
vision can be enhanced and developed through formal education,
training, and organizational manage
ment programs. Through mentoring
programs, leaders can develop
trustingrelationships with their staff
members (employees),and can reinforce the importance of stewardship.

Limitations of the current
study should be noted. First, future
researchers need to consider modifying the scales to capture other
relevant dimensions of private club
leadership to increase the percent
of variance explained and improve
factor reliability scores. Findings
show that the identified five dirnensions of private club leadership innovation, vision, inner values,
stewardship, and communication accounted for only 52 percent of the
total variance of the revised scale of
leadership qualities. This result
indicates that it may be necessary
to include other dimensions to
define private club leadership. For
example, Kouzes and Posner
emphasize that credibility is the
foundation of leadership, and that
credibility comprises integrity,
honesty, forward looking, and confdence.lSFuture study requires that
a scale of leadership qualities can
be expanded with added items
(such as items for credibility) to
present a broader view of leadership dimensions in the club
industry In doing so, the evaluation
of reliability should be reexamined.
Second, the five dimensions
obtained from the study are based
on self-perception of club leaders,
not including staff members'
perceptions. Past research has
shown that in hospitality organizations there may be disparity
between how staff members view
their leaders and how leaders
perceive themselves. For example,
Testamassessed perceptions of leadership quality and effectiveness
from both supervisors and subordiFIU Hospitality Reuieu1lFall2004
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nates. and found that s u ~ e r v i sodmanagers tended to give themselves higher eff'ectivenessscores
than did their employees. Thus, the
authors recommend that future
to
research
measure leadership characteristics
and behaviors.
Third, this study was limited to
the ex~lorativeof dimensions of
club leaders, without
linking these dimensions with
outcome variables. It will be important to discern the relationship
between these identified dimensions and desired outcome variables (e.g.,job commitment and job
performance). Future research can
determine which dimension plays
the most important role in
predicting positive outcome,
assessed from both leaders' and
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climate influence one's level of leadership styles may contribute to
understanding in this field.
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Hospitality innovations:
identifying successful practices
by Michael Ottenbacher
and Brendan Gray

The authofs reoorton a survevof185hospitality managers to im/estigate-whidprocess
activities are related to the success of new
hisPitalityinnovations.The results suggest
that successful new hospitality projects
result from a more holistic, systematic, and
professional approach to the innovation
process.

A

t the start ofthe 21st Centmy,
hospitality organizations face
an unstable and turbulent
business environment because of
rapid changes in customer needs,
fierce competition, globalization,
and technical innovations. These
challenging business conditions
have led many hospitality firms to
adopt more sophisticated marketing
techniques. In this context, the
development of hospitality imovations could be seen as a fundamental
marketing activity that many hospitality f m s undertake in order to
gain a competitive advantage.
The ability to develop and
launch successful new hospitality
services in the marketplace is not

--Ottenbacher and Gray

only critical for survival but it also
creates a competitive advantage
for the organization'. Furthermore, a way to ensure long-term
stability and profitability for
service firms is to constantly
develop new services'. Although
many hospitality firms recognize
the importance of innovation, it is
not always clear how to create and
design new hospitality services.
Failure rate is high
Despite the importance of
successfully developing innovations, the failure rate for new
service developments is alarming
high. The success rate for new
service projects is on average 58
percent3, with four out of 10 new
services failing in the marketplace.
Tlns results in wasted time, money,
and human resources4. Being
creative is not sufficient for success
in new service development". Of
greater importance are effectively
designed structures and professionally implemented processess.
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Innovations are "the outcome of
the innovation process, which can
be defined a s the combined activities leading to new, marketable
products and services andlor new
production and delivery systems'."
In the broadest sense, the term
"innovation" comes from the Latin
innooare,meaning to make something newB.
New hospitality service
developments range from true
innovations, which are totally
new-to-the-world services with an
entirely new market, to fairly minor
modifications of existing company
services. Past researchYsuggests
that most hospitality-related new
services are often modifications of
existing services. In this context,
the terms innovation and new
service development (NSD) will be
used interchangeably.
Innovation requires blueprint
According to Cooper and
Edgett,lo the new service development process could be defined as a
formal blueprint, road map, or
thought process for driving a new
service project from idea stage
through to market launch and
beyond. These process models, if
applied in a disciplined way, help
firms improve effectiveness and
efficiency of innovations so that
scarce resources are not wasted1'.
The use of new service process
models will not necessarily guarantee success, but the use of a
model does increase the chance for
suc~ess'~. Service innovation
process models13are based on new
product development models and
60

these approaches tend to follow the
format of the Booz, Allen, and
Hamilton model" which consists of
the following seven steps:
formulation of new product/
service development strategy
idea generation
screening and evaluation
business analysis
concept development
concept testing
commercialization
These steps can be divided into
three major innovation stages: predevelopment, development, and
launch preparation.
Early stage defines strategy
The NSD process starts with
the clear formulation of objectives
and an NSD strategy, which leads
and directs the entire service development activity. A product imovation chart can be used as a strategy
statement, but a only few service
h s have written NSD strategiesL5.
The sources of new service ideas can
come from internal or external
sources, either formally or informally16. External sources of new
ideas include customers, competitors, channel members, and trade
associations and shows. However,
hospitality firms should not rely
exclusively on external sources.
Front-line staff can be viewed a s a
logical source of ideas because of
their understanding of the service
operation and customer needs.
Since not all new hospitality
FIU Hospitality Revieur /Fall 2004

Contents © 2004 by FIU Hospitality Review.
The reproduction of any
artwork, editorial or other
material is expresslv prohibited without written permission
from the publisher, excepting thatone-time educational reproduction is allowed without express permission.

ideas can and should be developed,
the objective of screening is to eliminate most suggestions and concentrate resources on those ideas that
have the best potential for success.
Because of thc intangibility of
services, whether an innovation
enhances or supports the organization's image is a significant
screening criterion because the new
service has to uphold the corporate
reputation. Further screening
criteria often include potential
competitive advantage, market
size, development cost, price, ROI,
market share, and other predetermined "must have" or "would l i i to
havenniteria17.
The business analysis stage
includes a detailed investigation
that defines the service and its
requirements t o become a
successful project. The first part
consists of a customer analysis,
competitive analysis, and market
research of potential consumer
needs and want^'^. The second part
includes a financial analysis, like
details on costs, revenue, and
internal rate of return, to justify an
investment in new resour~es'~.
Stage develops service

The development stage is the
translation of an idea into an actual
service for the market2".It involves
three stepsz': first, service concept
development, that is, the description of customer needs and wants;
second, service system development, that is, resources required for
the service, including employees,
service environment and administrative structure; and, third, service
process development, that is, the
Ottenbacher and Gray

service delivery process. ShostackZ2
suggests combining all three steps
by the use of a service blueprint,
which is a flow chart that shows the
main functions of the service,
possible fail points and processes to
correct these, and the relationship
between the front and back office.
Blueprints aim to match service
specifications to customer expectations and to accurately portray the
service system. A service blueprint
visually displays the process of
service delivery, the point of
customer contact, and the evidence
of service as the customer experiences it. Customer actions, contact
employee actions, 'backstagen
employee actions, and support
processes are highlightedu.
Final stage involves testing

The final stage of the innovation process is the most expensive
and resource-intensivez4. Before
the launch, the commercial feasibility of the new service concept is
tested and validated. Market
testing is often undertaken in an
effort to expose potential customers
to the new hospitality innovation
and test its marketing strategy
under near realistic purchase
conditions in order to find out if,
and to what extent, customers will
actually purchase. This provides
the organization valuable feedback
about the new service and its
marketing program. The reluctance of some service organizations
to implement market testing may
be explained by the difficulty of
patenting a service, with innovators fearing that competitors might
hear about thc new service being
61
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tested and copy itzs.
The final stage of the NSD
process includes the implementation of the market launch plan, the
operations and delivery plan, and a
post-launch evaluation of the new
service projectz. With the help of an
effective evaluation system, which
analyzes sales, market reactions,
and problems, managers can
benchmark the performance and
undertake necessary changes.

financial senices sector, while one
of the largest industries worldwide,
the hospitality industry, has been
largely ignored. This study
addresses that gap by investigating
the successful innovation processes
of hospitality services.

Success is defined
The literature review revealed
five factors linked to successful new
service development processes.
These factors are NSD pre-launch
Process links to success
activities, employee involvement,
In the last two decades, several NSD process management, launch
empirical studies have investigated preparation, and effective marketing
the success and failure of new communication. A total of 31 items
service developments". These to measure these factors were
studies have tended to concentrate developed, based on a review of the
on the development process.
appropriate literature (see Tables 1
The use of a formal, complete, to 5).Aquestiomaire was then sent
and proficient process is strongly to 480 German hotels listed in the
linked to new service successza. 2000 Hotel Guide from the German
Good communication among all Hotel and Restaurant Association.
departments during the develop- The criterion for inclusion in the
ment process, the support of top study was that the organization
management, and the guidance of had developed new hospitality
an experienced NSD manager are services over the past three years.
also important". A lack of under- Like other success studies in NSD,33
standing of customers and competi- hotels were contacted by telephone
tors has been linked to unsuccessful to identify potential respondents.
outcomes30.Involving employees The questionnaire was prepared in
throughout the NSD process is English and then translated into
therefore doubly important because German, using the parallel-transof their knowledge of customer latioddouble translation method34.
demands as well as their ability to The appropriateness of the quesquality. tionnaire was confirmed through
improve
service
Successful innovators are effective the evaluation of academics knowlcommunicators who can raise edgeable about NSD and pretests
customer awareness and convince with hospitality managers in
customers of the benefits of the new Germany. Completed questionservice32.
naires were received from 185
However, the majority of these hospitality managers, representing
studies have concentrated on the a response rate of 38.5 percent.
62
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The sample of 185 new hotel
service projects was split into two
groups: successful and less
successful new hotel service developments, based on the mean aggregate scores of the measures that
examined NSD performance. The
literature suggests a cut-off point of
3.5 on a scale of 1to 5 when defining
successful and less successful
project^;^' the natural break in the
data supported a 3.5 cut-off. To
provide an overall measure of NSD
success, the average score on all 12
performance
variables
was
computed. This study measured
NSD performance along the
following dimensions: total sales,
market
share,
profitability,
improved loyalty, improved image,
enhanced profitability and sales of
other hotel services, new markets,
new customers, cost efficiencies,
customer satisfaction, positive
employee feedback, and competencies of employees. This procedure
resulted in 120 (64.9 percent) NSD
projects being classified as
successful and 65 (35.1 percent)
NSD projects being classified as
less successful.
T-tests were conducted to
assess si@cant differences in the
mean responses on the 31questionnaire items of successful and less
successful NSD3E.A significance
level of .05 was used for all tests.
Planning is critical
The first factor of the NSD
process relates t o the processrelated activities in the earlier
stages of the new service development process. The literature

suggests developers should conduct
market, competitor, and financial
studies, screen potential ideas, and
assess senice elements and proeedures. Furthermore, these process
activities should be formalized and
well structured to reduce the risk of
The results of the t-tests
confirm that successful new hospitality service developers incorporate research into customers'needs
and
competitors' strategies.
Furthermore, they undertake
market studies and a financial
analysis, and analyze service
elements and procedures before
developingthe innovations. In addition, successful new service developers professionally plan and
execute the whole NSD process.
There appear to be no differences
between successful and less
successful service innovators with
rcgnrd to screening the project a t
several stages of the process to
decide if the project should be
continued. It should be noted that
the level of screening overall was
quite low. These findings are in line
with previous studies in other
service sectors3@.Overall, the
results of the t-tests suggest that
NSD pre-launch activities are
important for the success of new
hotel service developments. See
Table 1.
A lack of input by employees,
who have the skills and the experience in devcloping new services, is
one of the strongest handicaps to
innovati~n~~.
Employees can help to
identlfy customer requirements and
needs for new services, and their
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Table 1
Comparison of successful and less successful projects on
prelaunch activity items
Successful
projects
Mean
SD
-

Less successful
projects
Dillerence
Mean SD
T-value
Sig
-

Pre-launch activities
Well planned and executed
development process
-Customer needs and competitors
strategies were researched
Market study was
~~ndeltaker
Financial analysis was done before
the development of the new service
Screening at different stages inthe
2.80 1.53
2.37
process to check if the project
should be continued
service ciicept included a detailed
3.26 1.24
2.80
analysis of all service elements
and procedures
Measuredon a five-point scale: I= notat all; 5 =very well

involvement increases the chance of
successful implementation because
employees will probably treat
customers better'O. Furthermore,
employee involvement in the
process also helps to focus more
strongly on the customer instead of
process efficiencies4'. However,
employees are oRen hesitant to get
involved in NSD activities because
this might enlarge their workloada.
One way to increase employee buyin is to adequately reward staff for
their NSD inv~lvement~.
The results of this study indicate that successful new hospitality service developers involve
employees in the planning and
design of the new service, in addi64

1.47

1.83

NS

1.30

2.30

.023

tion to the launch activities (see
Table 2). On the other hand, there
are no differences between
successful and less successful
service developers in regard to
involving employees in idea
generation or rewarding employees
for their involvement in NSD
initiatives. It should be noted that
the extent to which employees
receive rewards for being involved
in NSD was quite low for both
successful and less successful
projects. The above observations
suggest that there is moderate
support that employee involvement will positively impact the
performance of new hotel service
developments.
FIU Hospitality ReuiewlFall2004
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Table 2
Comparison of successful and less successful projects on employee
Involvement in process items

Successful
projects
Mean SO

Less successful
Diflersnce
projects
Mean SD 1-value Sig

Employes involvement
Involve employees
in idea
generation
3.12
2.77 1.33
1.57
NS
---- 1.48
Involve employees in planning and
3.75 1.22
3.15 1.19
3.16 ,002
design of the service -------------Involve employees
in launch
activities
1.23
3.30 1.23
2.71 ,007
-- 3.82
Give rewards to employees involved in

p

-

the development'
2.25 1.31
1.90 1.22
1.73
NS
---Measuredona five-point s,mle: I= notatall: 5; to a great Merit 'measuredon a five-pointswle: I=
no
rewards foremployees; 5 = h~ghrewardsfor employees

Previous studies suggest that likely to be guided by a motivated,
successful new senice development enthusiastic, and experienced
depends on getting the necessary leader and by a clear, wellcommucommitment from management nicated strategy and vision.
and employees in different depart- Furthermore, successful projects
ments by creating a supportive and are more likely to occur in an innoinnovative environmentM. This vative environment that enhances
includes having a product cham- employee involvement and where
pion to promote and guide the management provides strong and
whole development and a formal visible support. Although successful
team that effectively develops the innovator8 are more likely to utilize
new ~ervice'~.Successful NSD a formal development team, it
projects exhibit a high level of coor- should be noted that the extent to
dination and communication". which all hospitality services use
Furthermore, successful projects this is not particularly high. The
appear to be guided by a clear, well- results suggest, therefore, that
communicated strategy and vision, successful new hotel developments
and by management who strongly benefit from effective process
and visibly support the pmject4'.
management.
The results of this study
Launch preparation includes
suggest that successful hospitality activitics at the final stage of the
firms are significantly more likely development process such as
to have good communication and internal marketing of the project,
coordination between management training of employees, final testing,
and employees and between and developing procedures to evaldifferent departments (see Table 3). uate the performance of the NSD.
Successful innovations are more Althuugh the literature stresses the
-
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Table 3
Comparison of successfuland less successful projects
on process management items
Successful
Less successful
projects
projects
Difference
Mean
SD
Mean
SO
T-value
Sig
Process
management
-------Good communicationand coordination 4.16
0.91
3.65 101
3.46 ,001
between management and employees
Good communicationand coordination 4.18 0.82
3.55 1.02
4.22 ,001
between departments
------ ------Motivated, enthusiastic and experienced 4.15 1.OB
3.73 1.27
216 ,033
person guided the whole development
process
----- ----Management created an innovative
3.63
1.34
3.15 1.07
2.75 ,006
environment to enhance employee
involvement
.-------------Management placed strong and visible 4.49
0.88
4.07 0.90
3.04 003
support
beh~nd
the service
----Service was developed by a formal
2.93
1.56
2.28 1.34
2.74 ,007
development team
Process was guided by a clear, well4.14 0.81
3.47 1.10
4.21 ,001
communicated
strategy
and
vis~on
---------p
p
p
p
p

~

p
p
p
p

-

-

~

-

-

-

-

~

~

~

Measured on a five-point Scale: I= not at a t 5 =very well

significance of testing innovations
before launch, service firms tend
not to do thisa.

Marketing is successful
The results of this study
suggest that successful new hospitality service developers have
significantly higher levels of
employee commitment, motivation,
support, and training, and
employees are more likely to understand the details of the service (see
Table 4). Effective internal
marketing to employees supports
these higher levels of commitment
and motivation. Furthermore,

successful new service developers
are more likely have procedures to
evaluate the performance of the
project. On the other hand, there
appear to be no differences between
successful and less successful innovators in tcrms of developing a
formal launch plan and testing the
service before the launch. It should
be noted that the extent to which a
formal launch plan is developed
and the new scnicc is finally tested
was not particularly high for both
successful and less successful
projects. Based on these results, it
can be concluded that launch
preparation is moderately imporFIU Hospitality Review /Fall2004
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Table 4
Comparison of successful and less successful projects

Successful
projects
Mean SD
4.18
0.72

~

Less successful
projects
Dinerence
Mean SD
T-value
Sig3.83 0.92
2.82 ,005

Pre-launch activities
Employees understand and support
the new service when launched (1) -------Commitment of employees when
4 27 0.69
3.77 0.83
4.36 ,001
bunching new service(2) -Motivation of employees when
4.28
0.74
3.80 0.82
4.00 ,001
launching new service (3)
-Extensive training of employees
3.74
1.14
3.07 1.16
3.77 001
involved in the new service
4.18
0.98
3.75 0.89
2.84 ,005
Internal market'ig of new
service to employees
AnalTesting
3.10-1.39-2.75 1.31
1.65
NS
-------Development of aformal
3.28
1.29
2.92 1.25
1.81
NS
launch program
Procedures that evaluate
performanceof the service
Measuredon a five-oointscale: I=notatali: 5 = verv, well:. /I1
. . measuredona fiive-oointscale: I=notatak
5 = to a great extent: (2) measuredon a tive~poatsca~e:
I= iowcommitment- 5= high commitment:
(3) measured on a five-point scale: I= low motivation; 5= high motivation

tant for successful new hospitality
service developments.
Marketing is necessary
It is not sufficient t o create a
new service and announce it
exists. Even the best products and
services don't sell themselves,
which means NSD should be
supported by a strong marketing
communication strategy to create
awareness and interest among
potential customers. Advertising
and promotion must be well
targeted so the new service has a
distinctive position in the targeted
market'9. Because services are

largely intangible, the potential
benefits have to be clearly
explained, as customers cannot
try or test the service before they
purchase it''.
The research results suggest
that successful new hospitality
service developers have a more
distinctive position in the market
thanks to well-targeted advertising and promotion (see Table
5). Furthermore, their campaigns
are more effective than competitors' and are significantly better
a t informing journalists, guides,
and magazines about the project.
Successful communicators are

Ottenbacher and Dray
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Table 5
Comparison of successful and less successful projects
on effective marketing communication items
Successful
Less successful
Difference
projects
projects
Effective
Mean SD
T-value Sip
marketing communication
Mean SD
Advertisinglpromotion was well
3.46
1.25
2.82 1.21
3.30 .001
targeted
Advert./promo. Campaign was more
effective than for services from
3.01 1.27
2.38 1.25
3.14 ,002
competitorsNew service had a distinct
position
3.54
1.23
255 1.20
5.19 ,001
----------inform
hos~ital'itv
iournaiists/
,.-- --- -- -----. -guideslmagazine -3.29
1.52
2.67 1.28
2.90 ,004
Customer awareness of the service
3.64
1.10
3.15 1.20
2.75 ,007
was raised
---Benefits of the service were well
explained to the customers
3.94
1.12
3.43 1.14
3.40 ,001

p
p
p
-

~

p
p
p
p
-

~p~

p
~
p

p
-

Measured on a five-point scale: I= not at all; 5 = very well

also more likely to raise customer
awareness and explain the benefits of the service.

Success can be improved
The primary goal of this study
has been to gain a better understanding of how successful new
hospitality innovations are developed. This has been accomplished
by investigating the development
activities of German hotels. The
results provide a number of implications for hospitality scholars
and for hospitality managers
involved in innovation projects.
Hospitality firms are not
immune to the high failure rates
of NSD; however, this study has
identified ingredients in the
development process that can
help improve success. As demon68

strated by the t-tests, hotels with
a more market-led and formalized
process tend to be more successful
at developing and launching new
hospitality services. Thus, the
results emphasize the need for a
planned, systematic, and wellexecuted hospitality development
process. This NSD process should
include the following:
realistic analyses of the environment and potential project
before developing the new hospitality service
incorporation of employees
from different departments and
levels in the innovation process
a supportive and innovative
corporate environment
staff training and internal
marketing so that employees are
highly committed and motivated to
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support the new service offer when
it is launched
effective communication of
new service benefits to target
customers, because even the best
hospitality services don't sell
themselves.

such as pre-launch activities,
process management, launch
preparation, and effective communication are critical activities for
both financial and hospitality innovators. Additional research is
needed to assess whether the
results are unique to the German
This investigation has shown hospitality industry or apply in
that success and failure in new other national country contexts.
hospitality service developments is
not the result of managing one or
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Smoking restrictions, bans
rise in hospitality industry
by Reidar J. Mykletun

With the rise of smoking restrictions and
bans in the hospitality industrx the author
discusses solutions that are implemented to
protect the wokforce andguests from invoiuntary smoking. Historical and societal
contexts are drawn, and enforcement of
smoking bans as well as their economic
~mpact-,s explored 811 dri lriternaNonal
eerspecr~vepnmar~lyslnce U S researchers
have oro~elledthe research on smokina
and h L a h issues. Theauthor illustrates th;
there has been no wav to amid enforcements of strict smoking>estrictbns, and the
struggle to do so could just delay the
process and waste resources.

C

igarette and cigar smoking
has traditionally been seen
as glamorous. Kelly noted
celebrities smoked, and hawked
cigarettes, adding to their glam
image. As early as 1929, PR man
Edward Bernays puffed up sales by
hiring women to pose as suffragists
smoking cigarettes while parading
down New York's chic Fifth Avenue;
decades later, Viginia Slims would
target feminists with the same
message: Modern independent
women smoke.. .. Brides were gifted

with tabletop lighters, and there
were few smoke-freezones.'
Ashtrays were found in
private homes, offices, and, of
course, restaurants, where
owners and employees wanted to
provide the best hospitality and
service to their customers.
Smoking was an integrated part
of the meal experience in restaurants, and even morc part of the
total ambience of bars and pubs.
The first research article
demonstrating
smoke-related
health risks appeared as early as
1906, and from 1930 to 1949 a few
scientific papers were presented
almost every year.' A major
increase in published studies on
smoking and health issues is
noticed from 1950 onward. At the
forefront of this process were U.S.
researchers; the world outside the
U.S. learned From them.
In 1953 great publicity was
given to an experiment reported
from the Sloan-Kettering Institute
which succeeded in inducing cancer
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in rats by painting their backs with
tars from cigarette smoke. The
number of popular articles on the
issue increased rapidly. Among the
most influential was Miller and
Monahan's lead article in Reader's
Digest in July 1954. A sharp drop
in cigarette consumption was seen,
but in 1955 consumption was again
on the rise.
The first congressional hearings on smoking and health in the
U.S. occurred in 1957, and in 1962,
the important Advisory Committee
on Smolung and Health was established and presented its report in
January 1964, stating that:
Cigarette smoking is a health
hazard of sufficient importance in
the United Statesto warrant immediate action. Cigarette smoking is
casually related to lung cancer in
men; the magnitude of the effects of
cigarette smoking far outweighs
other factors. The data for women,
although less extensive, points in
the same direction!
The report created shock
waves, and tobacco consumption
decreased. By the mid-'GOY, 42
percent of the adult U.S. population
smoked, dropping to 23 percent in
2001.' An extensive list of efforts
has been undertaken to reduce the
ill effects of smoking on health.
Advertising was abandoned by a
large segment of the media
throughout most of the Western
world. Additionally, tobacco was
labeled with notes of warning about
health hazards. Some states and
nations introduced special taxation
on tobacco to reduce the request for
the products. For example, in
72

today's Norway, the levying of
special tobacco taxes has increased
the price for 20 Camel cigarettes to
more than US$10. In hindsight, it
is fair to claim that the restaurant
industry should have foreseen this
upcoming change and been proactively meeting this new situation.
Lack of adaptive capacities in the
industry will appear as an even a
more serious problem when considering the research on passive (involuntary) smoking.
Passive smoking is hazard
Ambient smoking, also called
involuntary smoking, passive
smoking, second-hand smoking, or
side smoking, refers to the tobacco
smoke that contaminates the atmosphere in the area where smoking
takes place (also called environmental tobacco smoke). The documentation of ambient smoking
health hazards led to a second
important turn both in consumer
behavior and in legislative policies.
Research on this problem lagged
behind that of active smoking. In
1972, the U.S. General Surgeon
passed a second report summarizing research based on evidence
from 1957 onward which concluded
that atmospheres contaminated
with tobacco smoke might be sufficient to harm the health of the
persons exposed to it. The length
and density of exposure determines
the health hazards."
Statements like this had a
great impact on smoking policies,
but still the restaurant business did
not react. United Airlines was the
first airline to introduce separate
FIU Hospitality Review /Fall 2004
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cabin areas for smokers and compared to blue collar workers.
nonsmokers in April 1971. Later Restaurants and hotels were among
that year the U.S. Interstate the industries to be least likely to
Commerce Commission limited have smoking bans. The rapid
smoking to the last five rows on growth in smolung bans, however,
interstate buses. Canadian federal was between 1988 and 1993.8
authorities were the first to impose
a national ban on smoking on all Documentation grows
Canadian airlines due to health
The smoking restriction trend
risks for the cabin crew.
gained more fuel as researchers
In 1973, Arizona was the first continued to build massive docustate to introduce smoking prohi- mentation of the effects of passive
bition laws, thus protecting the smoking. In 1995, 26 out of 33
non-smokers in public areas such published epidemiological studies
as elevators, theaters, libraries, linked second-hand smoking to lung
museums, art galleries, and cancer, and so did six different metabuses. In 1975, 48 U.S. states a n a l y ~ e s .In
~ 2002, The World
passed legislation on cigarette Health Organization (WHO) inslismoking
- and tobacco p r o d u ~ t s . ~tute IARC concluded that environSoon smoking bans in parts of the mental tobacco smoke causes cancer
Western world were to be and coronaryheart disease. '"
enforced in public places and
The health hazards of passive
later in workplaces. Generally smoking are higher than commonly
speaking, however, Europe believed. Mainstream smoke is that
lagged behind the U.S.
which is inhaled by the smoker. A
In 1989, the European Commu- leisurely smoked cigarette takes
nity passed EC Resolution seven to 10 minutes. The smoker is
89IC189101 recommending that all inhaling the smoke from his
membership
states prohibit cigarette for only approximately 20
smoking in indoor public areas. seconds (about 1percent of the time
Membership states have gradually it takes to smoke one cigarette),and
followed these recommendations, burning about 50 percent of the
but with a variety of firmness and tobacco. The remaining 50 percent
restrictions. England and Germany of the tobacco burns and produces
still constitute exceptions, having smoke for the atmosphere around
no national restrictions on the smoker for 99 percent of the
smoking. Australia
enforces time the cigarette is lit. This side
smoking restrictions at territory stream is what contaminates the
levels. For instance, in Victoria atmosphere and exposes the accistate, workplace smoking bans dental bystander to passive
faced 17 percent of the workforce in smoking. Added to this is the smoke
1988, increasing to 66 percent in that the smoker is breathing out,
1995, with white collar workers and the gasses diffused through the
enjoying a higher rate of protection paper of the cigarette. Moreover,
Mykletun
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during 99 percent of the time that
the smoker is not inhaling his
smoke, the tobacco burns with a
lower temperature and less oxygen.
It means that the increase of nicotine and cancer-inducing tar
components in the smoke around is
three times higher, while the
concentration of the cancerinducing benzene is increased from
five to 10 times.
Also, the
nitrosodimetylamine is increased
from 20 to 100 times. Filter-tipped
cigarettes make no difference
regarding the side stream smoke.
Employees feel impact
Research has documented that
non-smoking employees in restaurants may have an impact from side
stream smoke equal to smoking 2.5
cigarettes when it comes to nicotine
levels, and 15 to 25 cigarettes when
talking about nitrosodimetylamine.
For non-smokers, immediate effects
may be observed in several parts of
the body, including blood capacity
to transport oxygen and changes in
the inner cells of the veins. In fact,
non-smokers exposed to passive
smoking share all the negative
health effects of the active smokers,
including lung cancer (estimated
risk increase of 14 to 30 percent),
respiratory organ diseases, and
heart attack."
Estimates like these have been
heavily criticized for the uncertainties that are present in the models
used," but the results are supported
by epidemiological s t u d i e s . ' q e
hazards of passive smoking led to
debates and concerns about the
health of the workforce and were
74

turned into important work environment issues. Even though it may be
argued that the restaurant business
is unique, health issues should be
given priority. Moreover, guests were
also victims of passive smoking, but
the risk of not being overly attractive
to non-smokers was not paramount
in the arguments posed by the hospitality business.
Research has focused the
effects of tobacco smoking on the
working environment and its
impact on restaurant staff. Brauer
and Mannetje reviewed three
studies comparing restaurants
and other areas regarding environmental tobacco smoke. In general,
restaurant areas showed higher
concentration of environmental
tobacco smoke than public and
office buildings where smoking
was allowed; likewise, bars
showed higher concentrations
than restaurants. In their own
study they assessed the effects of
three different conditions (nonsmoking, restricted areas, and
unrestricted) on indoor restaurant
atmospheres in Vancouver. As
expected, they found that environmental tobacco smoke concentrations were higher in the
unrestricted restaurants, as were
the number of cigarettes smoked,
compared t o non-smoking areas in
restricted restaurants. The differences between the latter and the
smoke-free restaurants were small
due to a certain amount of particulants probably spread from the
kitchen area into the non-smoking
area. They concluded that "data
indicate the potential for high
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particular exposures in restaurants and suggest that additional
measures, combined with smoking
restrictions, are required to reduce
exposure." "According to Robinson
and Speer, the exposure to atmospheric tobacco smoke is four times
higher than average a t restaurants and 10 times higher in bars
and lounges as compared to office
~orkplaces.'~

among all occupations in Norway,
and they also rank top in risks of
cancer in general, and lung cancer
in particular. The same has been
observed in the U.S. In the year
2000, the Supreme Court in
Norway supported a claim against
a restaurant company from a
female bartender who for 15 years
had been exposed to passive
smoking while working in a bar and
developed lung cancer. The effects
of passive smoke on her developWorkplace danger high
Three different studies on ment of cancer were estimated to be
atmospheric smoke levels were 40 percent, while her own consumpundertaken in Norwegian restau- tion of 10 to 15 cigarettes per day
rants from 1997 - 99. They showed was estimated to contribute by a
great variability in levels of atmo- maximum of 60 percent. This was
spheric nicotine. The highest levels the first case of its kind a t the
were observed in unrestricted Supreme Court, and as such it
smoking areas, while lower levels constitutes a standard for future
were observed in the non-smoking trials. The situation definitely
areas. However, in the latter, some called for firm action, and the
areas were as intoxicated as the debates on smoking bans were
unrestricted areas. In their propo- intensified.
With such evidence, it would be
sition for a new law on smoking in
restaurants the Ministry of Health unethical to continue exposing the
and Social AfTairs claimed that restaurant workforce to such a
restaurant staff is exposed to very hazardous working environment.
high concentrations of nicotine in In Norway, it would also be illegal
the atmosphere in the workplace, since the Working Environment Act
with consequent risks for devel- states that the workforce should not
oping cancer. They estimate that be exposed to threats to life and
each year a minimum of 22 out of well being as they relate to working
1,000 staff, on average, would die conditions.
from this intoxication. They further
Indeed, the hospitality business
claim that the estimate might well was lagging seriously behind other
be a conservative one, and for some industries in imposing restrictions
especially intoxicating bars, the on smoking, and also in other workrisk may reach 22 out of 100, as it place health and safety issues. The
has also been estimated in research image of the serious workplace
studies from the U.K. and Ireland.'= could be at stake. It was also
The restaurant workforce has the obvious that stronger measures
shortest life span expectancies had to be taken by central authoriMykletun
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ties, since the worldwide hospitality
business refused to change its
smoking policy. The industry
argued that strong restrictions
would reduce sales due to fewer
visits and shorter stays, resulting
in a reduced number of p r e - d i ~ e r
drinks, less wine with meals, fewer
desserts and coffees, and fewer
after-dinner drinks.
States pass laws
In the United States, authorities a t the state and municipal
levels may impose smoking restrictions on restaurants. For instance,
California was the first state to
enforce a restaurant smoking ban
in 1995. In 1998 it was extended to
include all facilities serving guests
food or drinks. The protection of the
health of the workforce was the
main argument used. Violators of
the law were fined. The effectiveness of the law is claimed to be
about 90 percent. Delaware
enforced similar bans in 2002.
However, before California,
Flagstaff, Arizona, was the first
city to go smoke-free in restaurants
in 1993. No average negative effects
were observed for the business'
total revenue in that area; 56
percent of the operations were
stable with regard to sales.I7
In 1995, New York City
enforced smoking bans for restaurants with a seating capacity of 35
or more, but accepted smoking in
separate bars, outdoors, and in
lounges where food was not served.
A high number of municipalities
and cities have enforced smoking
bans in restaurants and bars;
76

among these are 25 percent
allowing smoking in separate
rooms with sufficient ventilation
systems. The remaining 75 percent
are total bans. Miami, Florida, was
the latest newcomer, introducing a
total ban on restaurant smoking in
2004. Some areas, such as Mesa,
Arizona, allow hardship exceptions
for bars demonstrating a significant
loss of sales due to the ban.
Similar to the U.S., Canadian
states are entitled to impose regulations on the restaurant business.
Since 2002, British Columbia has
claimed that restaurants allowing
smoking can do so in separate
rooms, and that the workforce may
work inside these rooms a
maximum of 20 percent of their
working hours. Ottawa enforced a
general smoking ban for all public
places, including bars and restaurants in 2001.
Australia also has the same
decentralized system for regulating
smoking in restaurants. The
restrictions vary from state to state,
and depend upon the type of service
provided by the restaurant.
Although fines are applied to
enforce these regulations, the effectiveness is not as expected. In New
Zealand, the Smoke Free Environment Act in 1990 established at
least 50 percent of the restaurant
tables and casino areas as smoke
free; however, a total ban has now
been proposed.
Europe is different
For Europe, the picture looks
entirely different. Sweden is
proposing a partial ban in 2005, but
FIU Hospitality Review /Fall 2004
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allows special rooms for smokers.
Finland has had regulations since
2001 requiring 50 percent of the
restaurant area to be smoke free. In
Iceland people have been legally
entitled access to smoke free environments since 2001, which include
smoke free zones in restaurants
and other areas operated for
entertainment.
The pressure to prohibit
smoking in public areas has
reached the United Kingdom as
well. In the U.K., politicians, hospitality and restaurant associations,
and health organizations have been
debating the issue, and in 1995 the
Courtesy of Choice Program was
launched hoping to avoid the
tension that enforcement of legislation had provoked in the U.S. The
idea was to provide effective ventilation for smokers and non-smokers
in the same area, while avoiding
smoke going into smoke-free zones.
However 53 percent of the restaurateurs conceived the solution as
impractical, while 29 percent
claimed they would have to
redesign their installati~ns.'~
Cuthbert and Nickson,lg
applying a qualitative approach,
observed that some U.K. restaurants went smoke free and took
advantage of their strategy by
competing with mainstream
restaurants still allowing smoking.
These smoke free restaurants
would not appreciate a smoking
ban, destroying their newly
acquired competitive advantage.
More than 60 percent of U.K. citizens are expected to support a
restaurant smoking ban. The
Mykletun.

Health and Safety Commission has
recommended an all-out smoking
ban in workplaces and other public
places, including restaurants
where dining occurs. The Government Chief Medical Officer has
called for such a ban. The director
of public health in the West
Midlands, Rod Griffiths, has
argued that Birmingham, the
second biggest city in the U.K,
should follow the example set by
New York City. However, the pub
and hospitality business is lobbying
against the ban and has so far been
effective in its efforts."
Some have total bans
Only two of the smallest European countries have instituted total
smoking bans for the restaurant
business. Ireland was the first to
abandon smoking on March 29,
2004, as a part of smoking ban law
imposed on all workplaces and
public places, including restaurants, bars, and pubs. The ultimate
goal was to make Ireland smoke
free. Especially for the restaurant
business, the enactment was motivated by the reduction of health
hazards for the workforce; 80
percent of this population, as well
as 60 percent of smokers and the
Restaurant Workforce Union,
supported this total ban. The
Licensed Vintners Association
(owners' association) tried to delay
the enactment, but has lately urged
its members to abide by the law.
Different solutions have been
proposed to get around the smoking
ban, for instance patios with covers
and heaters, and a "Happy
77
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Smoking Bus" parked outside the
pub where guests may enter with
their drinks and have their
cigarettes. Herbal cigarettes are
selling well as they are not
banned.2l
Norway followed Ireland with
enforcing a total smoking ban as of
June 1,2004. There have been big
debates with the hospitality associations and the tobacco industry
defending the current practices.
Unlike Ireland, however, Norway
has debated the issue for 30 years,
allowing a slow adaptation to the
new situation, and also placing
Norway as a forerunner in the
smoking ban developmentprocess in
Europe. The first law on protection
against tobacco damages was passed
as early as 1973, aimed at making
Norway a smoke-free society. The
motivation behind the approach was
to reduce health risks for smokers by
eventually getting rid of all tobacco
smoking in the country
Results from research on health
hazards due to passive smoking
made the Ministry of Health and
Social -airs issue new regulations
in 1988 instituting a general
smoking ban for all public transportation areas, workplaces,
meeting rooms, institutions, and
places accessible to the public,
where more than two people gathered. The focus had now shifted to
health hazards for non-smokers.An
exception was made for restaurants
and bars, allowing them five years
to organize their indoor space with
at least one-third of the tables, and
the common public areas as smokefree zones.
78

In 1988, however, the Ministry
got Parliament's support on
proposing "...in the near future,
the hotel and restaurant industries
will constitute only smoke free
areas." Three years later the regulations were gradually sharpened
by requiring sufficient ventilation,
50 percent of the tables in smokefree zones, smoke-free areas to
access the smoke-free zones, and
also smoke-free zones a t the bar
counter and counters where food
was ~erved.2~
In June 2004, a total smoking
ban in Norwegian restaurants went
into effect, 14 years since it was first
announced by the government.
Referring to the Work Environment
Act, the main reason was to reduce
health hazards for the workforce,
but also to shelter guests from
passive smoking. The law was
expected t o reduce smoking in
general, especially by abolishing an
arena where the youngsters were
exposed to a social setting that
dragged them into smoking.
Both patrons and restaurateurs
were surprised and aggravated
when the ban actually was
proposed. The Hotel and Restaurant
Workers
Association
supported the ban, arguing that
this was the only acceptable
strategy to protect the workforce
from the hazards of passive
smoking.A similar stand was taken
by 107 organizations who voiced
their opinions during public hearings. Central among these were the
Public Health Services and other
organizations working with health
issues; 11 opposed the ban,
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including the Norwegian Hospitality Association. They advocated
smoke-free zones combined with
ventilation systems and "air
curtains" to protect both the staff
and non-smoking guests, while also
being able to senrice both of these
groups. Separate smolung lounges
with self-service drinks were not
seen as an alternative by the association. Moreover, they argued for a
governmental inspection system to
license the operations for smoking,
and that operations not meeting
the requirements should he smoke
free. Tobacco companies also
opposed the proposed ban, as did
five muni~ipalities.

Guests react differently
As illustrated by Corsun and
coworkers in the New York City
study? a smoking ban is likely to
change the patterns of restaurant
patmnage, but it still remains open
whether the total economic effects
will be negative, zero, or even positive, and also which conditions will
benefit the individual restaurant,
bar or pub. As smokers constitute a
minority of the population (about 23
percent in the U.S. and higher in
European countries),it is likely that
restaurants could please a majority
of the population with a ban.
Corsun and coworkers profded
restaurant patrons into five categories: The largest single group, 47
percent of the sample studied, were
non-smokers who could not tolerate
smoking and would avoid restaurants where smoking was allowed.
After the ban they dined out more
often than before. This was the

largest consumer group, spending
most on dining overall. The second
single group, 27 percent of the
sample, consisted of non-smokers
who could tolerate smoking and
would not actively avoid restaurants where smoking was allowed;
this group reported a minor
increase in their patronage.
On the opposite side were three
groups of smokers. Their customer
behavior changed after the
smoking was imposed; they
reduced their frequency of dining
out, and changed from "dining" to
"eating" in the sense that they
spent a shorter time at the restaurant. Those who would adapt and
obscrve the rules (10 percent)
reported dining out slightly less
frequently after the ban. Those
who would avoid restaurants
where smoking was prohibited (6
percent), and who were the biggest
spenders per meal, showed a sharp
drop in dining out; the violators (11
percent) who would not observe the
rules and who were the biggest
spenders per week also reduced
their number of restaurant visits,
but increased their patronage in
stand-alone bars.
Of the non-smokers, 77
percent were in favor of the law,
compared to 13 percent of
smokers; 21 percent of nonsmokers believed that the ban
would harm the restaurant
industry, compared to 68 percent
of smokers. Smoking bans in
taverns and bars received only
limited support from all groups of
patrons. Thus, smokers and
non-smokers differ radically
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in their attitude toward the
change, although 60 percent of
smokers believed that secondhand smoking was hazardous to
one's health. Also of interest is the
fact that the New York City restaurant smoking ban led to the publication of two guides on dining out
with smoking in the ~ity.2~
Other regions are similar
The findings from the Corsun
study are well in concert with findings from a study on a random
sample of Massachusetts's citizensZ5 reported by Biener and
Siegel; 30 percent of their respondents predicted increased use of
restaurants and 20 percent
increased patronage of bars if a
smoking ban was imposed. In
contrast, 8 percent announced a
reduction in visits to restaurants,
and 11percent would reduce their
bar stays. Moreover, 40 percent
reported having avoided bars or
restaurants because of secondhand smoke, as contrasted to 8.5
percent having avoided bars or
restaurants because of their nonsmoking policy. They concluded
that they had found a potential
market for restaurants and bars
wanting to attract non-smoking
clientele.
In general, smoking bans have
gradually gained support from
U.S. citizens over the years.2"esidents in the tobacco belt are less
likely to favor smoking bans, as
are whites, the less educated, and
those with lower incomes. Cooperation between the tobacco industry
and the restaurant business in
80

opposing smoking bans in
Massachusetts for more than 20
years has been documented?'
In a study of attitudes toward
smoking bans in fast-food restaurants, only 22 percent opposed the
ban, while 54 percent strongly
favored a ban. Again an effect was
observed from the regions
researched: 72 percent of San
Francisco residents were positive,
while only 41 percent in the
tobacco region of Greensboro,
North Carolina, favored it. Near
one fourth of fast food restaurant
visitors would be likely to visit a
restaurant more frequently if a
smoking ban was in place, as
compared to 16 percent who would
most likely avoid the place.2R
A study of a random sample in
Norway found that 55 percent of
respondents reacted positively
toward smoke-free bars and pubs,
and 70 percent would sustain their
patronage of restaurants if smoke
free; 11 percent would increase
their restaurant
patronage.
However, 50 percent of respondents under the age of 30 were
quite negative toward having
smoking bans in bars; 54 percent of
smokers and 77 percent of nonsmokers thought of separate
smoking rooms without waiters as
a good alternative to smoking
bans.2g Even smokers dislike
staying in rooms filled with tobacco
smoke."More often smokers also
prefer to breathe smoke-free air
when not actually engaged in
smoking; additionally, there is
reason to believe that passive
smoking constitutes an additional
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health risk for active smokers" as
well. From a consumer behavior
perspective it is obvious that
restrictions and bans on smoking
will change patronage of bars,
pubs, and restaurants.
The
average turnover for the business
may be stable or even increase,
but it is likely that some operations will lose clientele, while
others will be winners.
Who enforces ban?
The New York City restaurant
smoking ban was expected to be
self-enforced. Restaurateurs would
be fined from $100 t o $1,000 on
repeated offenses for not policing
smoking guests. Guests could be
fined up to $100 for smoking in
smoke-banned restaurant areas. In
spite of these fines, in some
instances restaurant operators may
be likely to disregard the law. In the
New York City study by Corsund
and co-workers, the restaurant
managers personally policed the
smoking guests in 27 percent of the
violations reported, and nonmanagement workers disciplined
the smokers in 46 percent of the
instances. Other guests interfered
and disciplined smokers that
lighted up in nun-smoking zones or
smoke-free restaurants, and such
corrections were reported in 27
percent of all instances.
Having violated the law
without being asked to stop was
reported by 63 percent of the
smokers, and half the nonsmokers reported to have seen
smokers lighting up without
being policed. Obviously the self-

policing strategy leads to leniency
regarding the enforcement of the
law. Restaurateurs might be
caught in a high-risk situation of
losing customers when strictly
enforcing the ban. Smokers
violating the law reported that
the complaints came from other
customers in 25 percent of cases,
while
non-smoking
guests
claimed that the complaints came
tkom other guests in 40 percent of
the cases. Smokers probably do
not like to be ridiculed by nonsmoking fellow diners when
lighting up cigarettes in a smokefree restaurant, and this may
explain the discrepancy in figures
displayed above.
A pub in Ireland organized a
mock funeral wake the evening
before the ban was enforced. After
loud discussions, the Irish have
accepted the ban. However, the
owners' Licensed Vintners Association has warned that it will provc
impossible for pub owners to
prevent smoking in pubs. They
have advised their members not to
get into any aggressive situations
with possible smoking guests.
Two evaluations were carried
out in Norway during 1998 and
1999, the time period the government was preparing for enacting
the total smoking ban. It was
found that the restrictions were
not effective.'?Restaurants serving
meals were the most loyal ones,
offering the best indoor air quality,
while pubs, bars, and restaurants
frequently violated the law. At
least 30 percent of the municipalities did not practice any govern-
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mental inspection of the restaurant compliances with the smoking
restrictions, allowing the least
loyal operators a competitive
advantage. Every second governmental inspector claimed that
there was no way the restrictions
could be enforced.
The operators themselves were
dissatisfied with the restrictions
since their guests did not pay attention to the smoke-free areas but
smoked everywhere in their restaurants. They did not want to police
their guests too hard, since they
found this to be inconsistent with
the role of hospitality and sewice
providers. The practical aspects of
enforcing restrictions and bans on
restaurant smoking has not found
its form, which is likely to cause
different standards between operations, and in some instances be a
tool to gain competitive advantages.
The recent Norwegian proposal
about training a special "smokepolice force" may be a safer solution
than leaving the disciplining to the
business itself; however, expenses
will be high for a solution like this.
Economics not effected

A main concern for the restaurant business as a whole is how
results turn out in economical
terms. Dr. Howard P. Glauert,
professor in the Graduate Center
for Nutritional Sciences a t the
University of Kentucky, authored
the "Effect of smoke-free ordinances on restaurant and bar
s a l e P 3included in this issue. Dr.
Glauert reviewed one Australian
and nine U.S. studies sampled only
82

from peer-reviewed journals to
reassure the quality of the
research. The author concludes
that these studies demonstrate no
influence on sales in restaurants, at
least not in the cities studied when
enforcing restaurant smoking
bans. However, this is an area of
research that will be still debated.
For example, Evans criticized the
Corsun study and argued that it
was likely that the smoking ban
had made the NYC restaurants
experience a reduction in revenue
up to 15 percent as a consequence
of the smoking ban. In a reply to
Evans, Enz and coworkers3'
suggested a weekly increase in
turnover for the same restaurants
from $8 to $11 per person. The
latter estimates were supported by
findings from another study of the
NYC restaurant industry, showing
an 18 percent increase in number
of restaurant jobs between 1993
and 1997, as compared to 5 percent
for the rest of NY State.35 The
controversy clearly demonstrates
how estimations like this can be
influenced by a multitude of issues.
Dunham
and
Marlow3=
researched how bars, taverns, and
restaurants might be differentially
affected by smoking laws. They crib
icized previous research on methodological reasons for not being able to
show which type of operators would
lose business and which ones would
gain or even show no change from
the new conditions. Their research
demonstrated that bars and taverns
would experience adverse effects
more than twice as often as restaurants. The adverse effects were
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likely to be experienced by restaurateurs who offered fewer seats for
non-smoking guests, while neutral
and even positive effects would be
experienced by those who offered a
relatively large number of tables to
non-smokers.
Thus,the research on economic
impacts is still not quite conclusive.
The area is also very difficult to
document, as smoking restrictions
vary from place to place, and laws
vary between operations and
districts. Compensatory measures
such as the newly-announced
Miami restaurant outdoor smoking
patioP may be convenient in some
areas and difficult or very expensive in others, depending most of all
on climatic conditions. The latter
also applies to outdoor tables for
smokers observed in New York City.
Climates as found in the northern
United States, in Canada, and in
the Scandinavian countries make
these solutions impracticable.
Hazards have history
Solid documentation of health
hazards due to passive smoking
has built up over the last 30 years,
and for 40 years it has been obvious
that cigarette smoking is
dangerous to several aspects of
one's health. Gradually smoking
restrictions have been enforced in
various forms, mainly because of
the health risks for involuntary
smokers breathing the tobacco
smoke from the active cigarette
smokers. A general reduction in
smoking frequency and preventing
younger patrons from starting
smoking have also been seen as

arguments for restrictions. The
U.S. has led the way both in documenting health hazards and implementing restrictions and bans on
smoking, resulting in the lowest
frequencies of active smokers.
Oceania, Australia, and New
Zealand also lead the way. In
Europe, only Ireland and Norway
have been in the lead, followed by
Sweden, Finland, and Iceland.
Smoking restrictions and total
bans have gradually meant that
restaurant businesses, by means of
good lobbying, have been able to
delay restrictions taking effect for
a while. However, they are now
lagging behind when mcasured on
working environment quality
socio-cultural trends regarding
smoking. The voices arguing for
working environment aspects have
reached a level that makes the
enforcement of restrictions impossible to avoid. Restrictions take on
many faces, from total bans for the
entire business to bans for restaurant areas while bars and pubs go
free. However, any operation
allowing smoking will still face
health risk problems. Some operations have purchased expensive
ventilation systems to prevent nonsmokers from the atmospheric
intoxication crcated by smokers,
but it is hard to find efficient
systems.
Struggle delays ban
The restaurant business and
hospitality organizations have
been trapped on the dark side of
the debate on smokingrestrictions,
and the tobacco industry has coop-
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erated in preventing smoking
restrictions being put in place. In
hindsight it is obvious that the
struggle has delayed the restrictions and bans for some time, but it
could in no way stop it. The most
interesting question is why restaurants worldwide have taken this
conservative stand. The restaurant
business adapts rather well to new
trends in food and drinks, as well
as ta fashion and design. How
could they possibly overlook the
anti-smoking trend? Is all their
energy invested in survival in a
highly competitive market, or are
they absorbed into the culinary
arts? Are the magic connections
between smoking, alcohol, and
meals so well established in the
workplace culture that it is not
really a matter of discussion? Do
their attitudes toward this change
reflect a mixture of traditions and
habits, basic ideas of hospitality
and service, and the fear of lost
revenue? Is resistance reflecting
the professional pride of the host,
where patrons' smoking traditionally was left to the proprietor's
discretion? It is also evident that
the policing of restrictions and
bans has been complicated, and
this may be another important
reason why restaurants seldom
went smoke-free before they were
forced to do so. These are questions
that further research should try
to answer.
Restaurateurs and other hospitality operators update their products continuously, responding to
changing market demands. On the
smoking issue, the adaptation has

so far been the establishment of
smoke-free zones, ventilation and
air curtains, with only a few operations becoming smoke free. The
latter is the only alternative that
can be accepted from a workforce
health protection point of view.
From the guests' perspectives,
health protection can best be
handled in a smoke-free environment, since research on effects of
ventilation systems have so far not
provided consistency in granting
non-smoking guests clean air to
breathe. Moreover, investments in
ventilation systems and separation
of smokers from non-smokers by
either space or walls are expensive,
and in some instances impractical.
Outdoor arrangements for smokers
may be organized where space and
climate allow for it, which would be
a way of omitting bans and also
reducing health risks of passive
smoking. It is also likely that
restaurateurs will be sued by staff
developing health problems related
to passive smoking.
The restaurant industries in
several continents and countries
find themselves caught in a
painful dilemma. Increasingly
they see smoking bans enforced
upon them. Research has shown
that there will be room for a
restaurant business after a
smoking ban is imposed, but bars,
pubs, and taverns will probably
face harder times with a smoking
ban. There are serious arguments
for operators in the hospitality
industry to take a positive
approach to these changes in their
organizational environments and
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Directing the continuous
quality improvement effort
by Martin A. O'Neill
and Susan Hubbard

The continuous qualrly ;mprovement (CQll
e m at the Lodge and Conference Center
at Grand National, Opelika, Alabama,
involve a range of strategies, policies, and
practices enactedby the current management team to liff the service game and
enhance the overall quality and value for
money appeal of the guest experience. The
authors rewrt the findinas of a recentlv
w n d u study
~ on this issue.

A

s the international tourism
industry a t last begins to
show signs of recovery1the
issues of service quality and visitor
satisfaction are again beginning to
assert themselves as key boardroom issues for today's tourism
andlor hospitality professional.
While much has changed on thc
tourism landscape over recent
years, there continues to be one
constant; service quality remains a
complex construct to conceptualize,
operationalize, and measure.
This is particularly true of the
tourism sector, where long-term
success is dependent upon the
hospitality record of a particular

operator andor destination and its
ability to
satisfy
~ ~ . 3 t 0 mOf
e ~central
~.
here is the quality of service
provided to visitors, which more
be a deterOftenthan not
factor when it comes to repeat visitation and recommendation intention? Today's hospitality consumer
has become a rather sophisticated
and somewhat more discerning
individual in terms of both quality
and value for money expectation. To
complicate matters
further,
evidence now suggests that even
when exemplary service has been
delivered,
today's
consumer
remains a very fickle and somewhat disloyal individual.'
With its wide range of benefits,
including income generation,
foreign exchange earnings, the
creation of both full- and part-time
jobs, and the generation of
secondary economic activity,
support for and investment in the
state tourism sector is now
regarded as an essential regional
----

O'Neill and Hubhard

87

Contents © 2004 by FIU Hospitality Review.
The reproduction of any
artwork, editorial or other
material is expresslv prohibited without written permission
from the publisher, excepting thatone-time educational reproduction is allowed without express permission.

economic development strategy by
both government and the private
sector.' Not surprisingly, operators
have been forced to take note and
invest in the continuous development of their respective product
and service offerings. This has led
to serious rethinking on the part of
many in terms of strategy development, production, and delivery
systems, as well as the management of people, and has resulted in
a range of quality efforts andlor
initiatives aimed a t continually
improving the quality of the overall
guest experience.
Alabama tourism rises
This is particularly true of the
Alabama tourism sector, where in
the face of a general economic
downturn in most other sectors, the
potential economic significance of
tourism throughout the state has,
it seems, at last been realized. Most
recent statistics supplied by the
Alabama Bureau of Tourism and
Travel5 estimate that some 18.3
million people visited Lhe state in
2002, representing approximately
2 percent of Gross State Product
(overall production), with combined
spending (international and
domestic) at just over $6.5 billion,
an increase of some 7 percent over
2001. Employing some 140,000
people (7.4 percent of non-agricultural employment in Alabama)
throughout the broad travel and
tourism sector, this represents a
second consecutive record year for
Alabama tourism and one that
continues to buck the nationally
sluggish downward trend.
88

It is not surprising, therefore,
that government and industry
should take the quality issue seriously. Indeed, at a recent statesponsored tourism conference,
participants identified the service
quality issue as being critical to
the future survival and growth of
the state tourism industry6
Against this background, the CQI
efforts of one prominent state
tourism provider and its ongoing
efforts to become a property
synonymous with quality and
excellence are reported.
Affiliated as it is with the
Robert Trent Jones Golf Trail (the
state's premier tourism attraction)
the Lodge and Conference Center
a t Grand National, Auburn,
Alabama, is representative of the
very best in southern hospitality
provision. In a concerted attempt to
sustain its competitive positioning,
the property recently appointed a
new general manager, Jay Prater,
who was charged with the responsibility of improving both the
quality of the overall guest experience and bottom line performance
through a continuous quality
improvement effort. An ongoing
transformation process has been
initiated by the new management
team and a survey of consumer
perceptions of service quality at the
property conducted to showcase the
success of efforts to date.
Quality is critical
There is no doubt that quality
has been, is, and shall remain a n
issue of critical strategic importance for today's hospitality profes-
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sional. This point is well reinforced
by Kandampully' when he states:
"Of all the challenges facing hospitality establishments today including intense competition,
globalization, and technological
innovation - the single most
pervasive and pressing challenge
is the ever-increasing demand of
customers for service quality." This
is not surprising really, given that,
by definition, the hospitality
industry is founded on the principle of
being hospitable.
Comprised of four basic service
offerings including accommodation,
food and beverage, entertainment,
and information provision, the
quality of service provided is vital
to the day-to-day operation and
longer term survival of any establishment. It follows that in a business such as hospitality, where
quality of service is a major part of
the total product, providing service
quality should occupy a position of
prime importance!
Paradoxically, at a time when
the world's economy has shifted
toward a greater service orientation
and the economics of quality provision are well accepted and understood, it is ironic that service
quality continues to be experienced
more as the exception than the rule
it should be? Indeed, it is with great
justification that a question
continues to be asked: Where has
the service gone from the hospitality industry? Evidence continues
to suggest that the receipt of service
quality is as elusive as everL0.In
truth, it appears there is no
shortage of opinion concerning

customers who would claim that
service quality is anything from
poor to non-existent. It is not
surprising, then, that the quality
issue continues to garner consumer
and academic interest with countless research publications and
course texts continuing to be
devoted to this very issue.''
So what is meant by quality
and the related concept of service
quality, and why does its delivery
remain such an elusive concept for
many?& an operational construct,
quality refers to an organization's
ability to produce and deliver that
which is demanded in a manner
which consistently meets consumer
expectations. In the words of Berry,
Zeithaml, and Parasuraman12
"...quality is the degree of excellence intended, and the control of
variability in achieving that excellence, in meeting the customer's
requirements."
Service quality needed
The issue then is not solely one
of design on the part of the hospitality provider, but also of ensuring
conformance and, more importantly,
fitness for purpose or the extent to
which the product or service consistently meets the customer's needs.
As with product quality, service
quality also relates to satisfying
customer requirements.13 Unlike
product quality, however, organizations must contend with the fact
that services are a combination of
both tangible and intangible
attributes. This, of course, helps
explain some of the complication
with its delivery, namely that it is a

-
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highly individual and heterogeneous concept which can really only
be defined in the eyes of the
consumer as end user who, coincidently, serves as an inherent piece
in the delivery jigsaw.
What is clear is that today's
customers want their expectations
met completely and consistently
and that they are very unforgiving
when organizations fail to do so. It
is with little surprise then that
researchers have settled on the
concept of customer perceived
service quality" as the one best
descriptor for this construct, with
hospitality providers attempting to
position and differentiate themselves according to the emphasis
they place upon the various tangible
andlor intangible attributes of the
construct.
Naturally, identification of
service quality attributes aids in
the design and delivery process
and assists in the satisfaction of
customer requirements. This
information comes from customers
themselves and also from frontline staff who daily come into
contact with the customer during
the many critical incidents of
transaction experienced. While
extensive research has been
carried out in the areals,the work
of Parasuraman, Zeithaml, and
Berry stands out in terms of
helping to clarify how customers
define service quality. Their initial
qualitative study identified 10
underlying dimensions of service
quality, each of which related to
the customers' confidence in those
providing the service.

As a result of further extensive
research, these criteria were
collapsed into five more specific
components: tangibles, reliability,
responsiveness, empathy, and
assurance, which have formed the
basis of many measurement techniques. Although widely referred to
as SERVQUAL, the five elements
can more easily be remembered
through the acronym "rater'6,"
which refers to the following:
Reliability: ability to perform
the promised service dependably and accurately.

Assurance: knowledge and
courtesy of employees and their
ability to inspire trust and
confidence.
Tangibles: physical facilities,
equipment, and appearance of
personnel.
Empathy: caring, individualised attention, and appearance of personnel.
Responsiveness: willingness
to help customers and provide
prompt service
According to Zeithaml, Parasuraman, and Berry the various
statistical analyses conducted in
constructing SERVQUAL revealed
considerable correlation among
items representing several of the
original 10 dimensions for evaluating service quality. The authors
believe that these five dimensions
are a concise representation of the
"core criteria that customers
employ in evaluating service
quality."17 While many other definitions and models have been
FIU Hospitality Review /Fall 2004
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proposed, academics and practitioners almost universally agree
that senice quality must be defined
by the customer and not the service
pr~vider,'~
otherwise inappropriate
strategies will result and time and
money will be wasted."
Providers are investing

In an attempt to continually
satisfy their customers, hospitality
providers have been investing quite
heavily in a host ofwhat might best
be descnbed as quality improvement initiatives. By and large the
majority of these initiatives have
found form through the British
Standards Institute, the European
Quality Award, the Malcolm
Baldrige National Quality Award,
the Edwards Deming Prize, or
derivatives thereof. In addition, the
hospitality ir~dustryhas also been
investing quite heavily in raising
quality standards through the
development of its human resource
base. Such initiatives include the
Investors in People Award, the
Welcome Host Initiative, and
various vocationally oriented qualification schemes.
Oliver describes these initiatives
as belonging to the Total Quality
Management (TQM) movement,
advocating organizational strategies
and changes, which are thought to
make a 6rm more customer fkiendly.
In this context, "customer satisfaction is thought to be a natural
outgrowth of optimal organizational
design, and of instilling the appropriate organizational culture,
personnel training and customer
responsiveness within employee
O'Neill and Hubbard

ranks.'" Put simply, TQM strives for
the mutual co-operation of everyone
in an organization and associated
business processes to produce products and services which consistently
meet the needs and expectations of
customers.
At the heart of any such
approach is the realization that
quality is about customers and the
way that they are treated or as
Palmerz' puts it, "the total q d t y of
the service as perceived by the
customer." TQM places the
customer at the heart of all organizational efforts to improve quality
and seeks to harness organizationwidecommitment to satisfying their
every need. This approach goes one
step further though and argues for
a definition of quality that extends
beyond mere customer satisfaction
to include both employee and
employer
satisfaction.
TQM
depends on and creates a culture in
an organization that involves everybody in quality improvement, or as
Edvardsson, Thomasson, and
Ovretveit so eloquently put it,
"TQM is a framework for linking
internal changes to customer
needs."" Ingrained within it is a
commitment to service excellence,
which can only be achieved through
the development of a self-reiuforcing improvement cycle which
requires the efforts of everyone
involved in the service supply chain.

TQM is broad
Many
researchers
have
provided insights into the characteristics of the business environment, which are necessary to
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Figure 1
Customer-focusedTQM strategy
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sustain quality eff0rts.2~Such work
forms the foundations on which the
principles of TQM are built, and
although there is little consensus as
to the application of the theory,
there is some agreement on the
concept itself. In general terms,
TQM means that quality awareness and practices extend to all
aspects of an organization's activities and are not restricted to identifying and rejecting unacceptable
products or services, as was once
the situation. TQM has become a
way of business life, providing a
culture and framework for the
achievement of corporate goals,
ensuring that employees of all
levels are involved to some extent
in the decision-making and
problem-solving processes.
To this end, TQM may be
viewed as a process by which a
company concentrates its total
resources on the task of satisfying
customer requirements in terms of
value for money, reliability, and
fitness for purpose at a minimum
cost. At the heart of the TQM
approach is the following set of
easily understood and applied
guiding principles (see Figure 1):
92

Let everybody be
cornrn~tted

Focus: customer based
Approach: management led
Philosophy : prevention rather
than cure
Standard:right first time
Measure:cost of quality
Scope: total commitment and
involvement
*Time: continuous improvement

Such principles are not
complex; they are eminently teachable and consequently capable of
being learned.24While developed
within the Japanese rnanufacturing sect0r,2~they can be applied
equally effectively in any culture,
as evidenced by numerous recorded
success stories, for example,
Hewlett Packard, Apple, STC,
Dupont, British Airways, Walt
Disney, and Ritz-Carlton Hotels. Of
critical importance is the issue of
timing and a commitment to a
process of continuous quality
impr0vement,2~wherein change is
sought for the long term and must
become a n ingrained part of the
organizational psyche and culture.
FIU Hospitality ReviewlFaLl2004
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Too often, though, organizations ness meets pleasure. The Lodge
set out on a quality path only to and Conference Center offers a
stall when major problems have technologically advanced conferperceivably been e r a d i ~ a t e d . ~ence
environment paired with
~
What needs to be understood is award-winning championship golf,
that this is merely the beginning of miles of hiking, relaxing by the
a journey, which requires that indoor/outdoor pool, or exercising at
attention be focused not only on the health club."3a
eradicating immediate problems,
The property was selected for
but the source of these problems the project because of its expressed
and the processes which support commitment to continuous quality
them over the longer term.
improvement. The general manager
speaks of a "high degree of focus on
customer satisfaction" and is
Grand National is focus
The Lodge and Conference committed to assessing both
Center at Grand National is located customer and employee satisfaction
on the outskirts of Opelika, levels throughout the property.
Alabama, and is a part of the Prater is very much a hands-on
award-winning Robert Trent Jones manager who believes firmly in the
Golf Trail. Nestled in 2000 acres of continuous quality improvement
pine and hardwood forest, the ethic and, as such, in leading from
Lodge embraces nature at its the front in relation to all quality
finest." The 18golf courses at eight improvement efforts. The most
sites along the Robert Trent Jones obvious example of this CQI philosgolf trail are all located in Alabama ophy is of course, the relocation of
and funded by the Retirement Prater's work desk from the execuSystems of Alabama.Z9In addition tive offices suite to the entrance
to the 54 holes of championship golf lobby of the property, where he is in
at one's door, the Lodge has 129 full view of his guests and is
guest rooms and 15 suites and permitted a freer form of "nonincludes such amenities as scripted interaction. His office
indoor/outdoor pools, health club, without walls allows him to be availsports bar, restaurants, and a able to guests and live the customercentered attitude each day. In
hiking trail.
Marketing efforts describe the addition, Prater sees to it that each
Lodge a s a place of "glorious lakes of his key managerial personnel
and streams enveloped with "walk the floor" each day with a view
hundreds of magnificent species of to touching base with clientele. This
grand old trees. Six hundred acres policy was enacted by Prater immewill ofer abundant hiking along the diately after he took on the role of
shores of the Saugahatchee Lake. GM and is one that he feels guests
The Lodge and Conference Center are very comfortable with.
a t Grand National will indulge its Personnel at all levels and in all posiguests with the finest mix of busi- tions are actively encouraged to
O'Neill and Hubbard
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interact with guests in an attempt to
seek out opportunities to delight and
add value to the guest experience, so
much so that an almost tangible
service culture can be felt upon
entering the property. This approach
is practiced throughout the service
cycle from the initial reservation
inquiry through to actual departure
and beyond through the property's
many relationship marketing initiatives. Put simply, personnel, both
front and back of house, are encouraged to seek out any opportunity to
delight the guest.
Attitude is important
Success on this front is very
much dependent upon having the
right people display the right combination of skill and attitude on a dayto-day basis, and this can only be
achieved by a strong internal relationship focus. This is very much the
approach at Grand National where
the property believes firmly in
"recruiting for talent and ongoing
training to retain." Teamwork is
encouraged at every level with the
concept of a "level service playing
field" accepted by all staff in the
interest of total and complete guest
satisfaction. All employees, regardless of position, are encouraged to
attend both weekly departmental
and monthly quality improvement
meetings. These meetings are called
to share ideas and cultivate insights
into the existing system dynamic
and, more importantly, to seek out
innovative and more effective ways
of doing business.
The approach is very much
about looking at the system h m the
94

customer's perspective so that the
system can be better re-engineered
to meet the customer's specifications. In support of this task the
property has also initiated a CQI
committee which meets once
monthly to consider system developments and solve problems based
upon both employee and customer
feedback. This committee is
comprised ostensibly of frontline
service employees whose responsibility it is to interact with guests and
attest to the user friendliness of the
various service delivery systems.
Additionally, the property has initiated what it terms a "Bright Ideas
Box" where employees are encouraged beyond the normal channels to
offer suggestions on how quality can
continuously be improved. These
ideas are considered at the various
improvement meetings and satisfactory ideas tested within the property.
Successful initiatives are accepted
as mainstream practice and the
employee who offered the suggestion
is rewarded with a cash incentive.
Customer is focus
Needless to say, customer
service training is an integral and
vital part of all employee training
efforts a t the Lodge, from initial
induction through the lifetime of
any employee's tenure at the property. In addition, in-house reward
programs have been developed to
recognize outstanding "service
heroes." Employees are consistently encouraged to engage in staff
development opportunities, as the
property believes that its own
development will be assured as a
FIU Hospitality Review /Fall 2004
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natural outgrowth of such activity.
This, of course, also serves to motivate employees who are regularly
promoted from within based upon
ability, and equally works to ensure
a loyal and productive workforce, a
fact that has been well recognized
in the feedback garnered to date
through the property's in-house
comment cards.
Customer is focus
The property M y believes that
in order to sustain its quality
improvement d r i ~ e ,it must be
founded upon timely and relevant
customer-focused information. Put
simply, they believe there can be no
improvement without information.
As with most hospitality properties,
the Lodge administers comment
cards andlor surveys to guests in the
hoteL Questionnairesare made a v d able to customers in the various
revenue outlets, as well as at checkout and in guest bedrooms, and a
small incentive is offered to staff to
encourage a higher return. Returns
are analyzed on a weekly basis and
the results shared during the various
quality improvement meetings,
which become quite competitive in
terms of how each department
performed. Where problems become
apparent and contact details have
been lefi, the property follows up with
each complainant. All problems are
seized upon as opportunities and
viewed as a free source of information. Naturally this extends to day-tu
day practice, where all employees are
empowered to do "whatever it takes"
to resolve guest problems and add
value to the overall guest experience.

The research focused on guests'
perceptions of the quality of service
provided by the Lodge and Conference Center; and the study was
undertaken collaborativelywith the
property with a view to providing
practical benefits, while at the same
time allowing theoretically useful
insights to be developed. The study
made use of the Importance-Performance Analysis (IPA) technique
which has gained popularity over
recent years for its simplicity, ease
of application, and diagnostic
value.31 it is best described as an
absolute measure of performance,
which also seeks to identify the
underlying importance ascribed by
consumers to the various quality
criteria under assessment?' Importance is viewed as a reflection by
consumers of the relative value of
the various quality attributes, and
it is this additional information
which makes the technique more
suited to the task of directing
improvement based upon what is
deemed most important by
consumers.
The scales developed took the
form of a 23-item self-completion
questionnaire, which visitors were
asked to complete either during
their stay or upon their departure
from the property. For each item
respondents were asked to rate
their perceptions of the attributes
listed on a five-point Likert scale
ranging from 1 for "strongly
disagree" to 5 for "strongly agree."
In addition, respondents were also
asked to rate the level of importance attributed to each quality
dimension on a similar scale
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ranging from 1for "low importance" December 2003. Participants were
approached at random and asked
through 5 for 'Xgh importance."
Scale items were based largely about their willingness to particion the 22 items of the original pate in the research. Willing particiSERVQUAL technique and its pants were asked to either complete
corresponding RATER components, the questionnaire in the presence of
but were modified to take into the administrator or to complete it
account the particular service at a later date and place it in a drop
setting.33This was achieved via a box located at the hotel reception
series of interviews with the GM desk.
The sample was comprised of
who was quizzed on the relevance
of each of the scale items to the 143 respondents from a total of 451
property. This resulted in the administered questionnaires, reprecombiningof two of the original reli- senting a 31.7 percent response
ability related attributes and exclu- rate. No incentives were used to
sion of one of the responsiveness garner a healthier response rate. Of
related attributes from the original these, 83 (58 percent) were male.
SERVQUAL attributes, as well as Approximately 59 percent were outan amended form of wording for a of-state visitors and 56 percent had
number of other attributes and the stayed at the property on at least
inclusion of three additional one previous occasion. Some 36
attributes related to the properties percent were business travelers,
food and beverage (items 5 and 10) while the remainder were vacation,
and room facility (item 6) service VFR, or football oriented; 79 percent
offering. This was an especially said they would return to the propimportant issue for Prater as there erty based upon their experience to
was some indication from in-house date and 89 percent stated they
comment cards that customers would be happy to recommend the
were not entirely pleased with this property based upon their experielement of the property's product ence to date. A similar number (88
offering. Afull list of the 22 refined percent) stated that they believed
scale items is shown in Table 1.An the property offered an adequate
additional variable (surveyitem 23) value for the price paid. Some 70
sewed as an overall measure of percent of respondents were in the
service quality and was included for 45 years or older age bracket.
the purpose of validity testing.
The results of the study are
Additional demographic and presented in two sections. Section
loyalty data were also sought.
one includes reliability and validity
data as they relate to the psychometric
performance of the research
Survey is random
adapted
from
Questionnaire administration instrument
within the main public lobby of the SERVQUAL and section two
property took place over seven week- presents a performance-based analends during November and ysis of the key results from the
96
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Table 1
Analysis of individual service quality attributes
Mean (m)
Standard
Variable
perception deviation
4.25
1.37. 1. The property has good
2. The decor of the property was visually appealing
4.26
1.42
4.23
1.45
neat
3. Property staff appeared
4. Brochures
&
signposting
were
visually
appealing
3.85
1.52
5. Food & beverage
options
were
broad
3.37
1.61
.6. Room facilities/services were excellent 4.06
1.52
7. Staff showed a genuine interest in solving
problems
4.07
1.48
-8. Service
d
e
l
i
v
e
r
~
was
error
free
and
riaht
first
time
3.37
1.82
.
9. Ooeratina times for services were clear & convenient
to me
3.60
1.77
-~
10. ~ o o d & b e v e r a ~services
e
were excellent
3.33
1.62
11. Property staff were very knowledgeable about hotel services
1.54
3.96
12. We did not have to wait excessivelyfor service
3.79
1.56
.~
13. property staff were always willing to help guests
4.19
I.44 --.
14. Property staff were never too busyto respond to guests
4.04
1.55
15. Behavior of property staff gave confidence in theproperty
4.04
1.49 . 16. 1 felt safe &secure whilst staying at the property
4.20
1.48
17. Property staff were c o n s i s t e n t l y e o " ~with guests
43.0
1.45
- to answer guests' questions
3.98
1.60
18. Property staff had theknowledge
~19. Overall, the property made me feel like a special individual
3.96
1.52
20. The ~ r o ~ e lhas
t-v. its auests' best interests at heart
4.02 .~- 1.53
~21. Property staff understood the specific needs of guests -~
3.79
1.62
.
22. Propertystaff gave individual attention to guests
3.83
1.65 -Average Perception Scores
3.93
1.31
-

facilities-offere&

~

~~p

~

~

~

-

~

~

~

study. While data were collected
using the IPA technique, this
section of the analysis will concentrate on the performance (perception) only data as they relate to both
the individual quality attributes
and the aggregated RATER dimensions as defined in the original
SERVQUAL scale.
Reliability, validity tested
The overriding goal of the study
was to attest to the property's
O'Neill and Hubbard

performance in light of existing CQI
practice. It also proved useful to
attest to the reliability and validity
of the research instrument
(adapted SERVQUAL) as a user
friendlymethodology for measuring
service quality within the particular hospitality setting. To this end
an exploratov fador analysis using
the principal component extraction
technique was performed on guest
perception scores. The analysis
made use of the OBLIMIN oblique
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factor rotation procedure in SPSS-

X and is in keeping with the original SERVQUAL study.%
The results revealed that the
five-component RATER structure
proposed
for the
original
SERVQUAL scale was not
confirmed, and that service quality,
at least in the context of this property, was in fact uni-dimensionalin
nature, with all 22 items loading
heavily on a single factor. The
instrument performed well in terms
of both reliability and validity,
however. Overall reliabilities were
alpha = 0.99 and 0.98 respectively
for both the importance and performance scales. Construct validity
was also addressed in terms of both
convergence and the research
instrument's ability to discriminate
between the underlying dimensionality of the service quality construct.
While the precedmg fador analysis makes it clear that the instrument did not perform well in terms
of discriminant validity, it
performed much better in terms of
convergence. Convergence was
investigated by calculating the
mean difference scores for each of
the 22 scale items and correlating
(Pearson's product moment correlation) these with the mean score kom
an overall single item measure of
quality which was also included in
the instnunent (item 23).Acorrelation of 0.214 was found which, while
low, was nonetheless significant at
the 1percent level.
Perception examined
The next stage of the analysis
was to examine the sample

98

responses across the 22-item scale
to assess guest perceptions of
service quality. This information is
presented in Table 1where mean
and standard deviation scores are
shown for each of the service
quality attributes assessed as well
as the average mean score for all 22
attributes (m=3.93).
The results show that the property is performing well above
average in all respects, with mean
values in excess of m=4.00 being
recorded for 11 out of the 22
attributes assessed, with the
remaining 11 attributes falling
between m=3.33 and m=3.98.
While this is an excellent overall
performance, there is still significant room for improvement, most
notably with respect to those
attributes concerned with food and
beverage provision, which clearly
confirms management concerns
about this key area. Guests were
consistently unhappy with both the
range (options)and level of food and
beverage service provision offered.
These are clearly important determinants in the guest's choice set for
any property.
Individual items rated
While the five-factor structure
proposed
by
the
original
SERVQUAL instrument was not
held up during the factor analysis
of the data, it nonetheless proved
useful to analyze the data around
the aggregated RATER factor structure. This, it was felt, would allow
for a more practical analysis of the
results and one that would assist in
better directing the property's CQI
FZU Hospitality Review /Fall 2004
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effort. Consequently, individual
scale items were grouped around
their corresponding SERVQUAL
factors, with mean and standard
deviation scores being calculated
for each. Additionally, these factors
were then tested for reliability
using Cronbach's alpha, as per the
procedures followed in Hudson and
Shephard's3' earlier application of
the technique within an Alpine ski
resort. Special attention was given
to the two additional attributes (5
and 101, with item 5 grouped under
the tangible dimension and item 10
under the reliability dimension.
The results of this analysis are
provided in Table 2.
The results reveal that each of
the aggregated dimensions satisfies
the minimum recommended alpha
level of 0.70 for reliability, with coefficient alphas ranging from a quite
high alpha =.87 for reliability
through to alpha =.95 for both the
assurance and empathy dimensions of the service quality
construct. In terms of mean performance, the results again reveal a
well above average situation for the
property, with mean (m) scores
ranging from m=3.59 for reliability

through to m=4.10 for assurance.
In terms of ranked performance
the property did best with respect
to the assurance related aspect of
service provision (m=4.lo), closely
followed
by
responsiveness
(m=4.01), tangibles (m=3.98) and
the empathy (m=3.90), with the
reliability dimension ranking last
(m=3.59). Given their corresponding reliabilities, these results
should prove beneficial in terms of
helping the property prioritize its
CQI efforts. For example, attention
should clearly be focused on those
attributes comprising the reliability dimension (items 7-10),
which relate to the issues of error
free delivery, timeliness, and
interest in problem solving. CQI
efforts should then be concentrated
upon those items pertaining to
empathy, and so on.
This should not in any way be
viewed as a general.endorsement of
the technique's reliability in terms
of directing the quality improvement effort. Rather it serves to
highlight the value and relative
simplicity of the technique, as
expressed in an aggregated form
through the original SERVQUAL

Table 2
Analysis of individual sewice quality attributes
Mean (m) Standard Coefficienl
SERVPUAL
Dimension
Perception
deviation
alpha ------Reliability
Assurance
Tangibles

1.43
---3.59
---- .87
4.10
1.38
.95
------

3.98
1.30
.93
-------Empathy
3.90
1.48
.95
------Resoonsiveness
4.01
1.44
94
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factor structure, for prioritizing and
directing the improvement effort.
In the absence of another more
rigorous methodology being
adapted, it should serve the property quite well for this purpose.
Combined with the data pertaining
to the corresponding importance
measure which was also taken, it
can be seen how such a technique
would be beneficial in helping direct
the attention and limited resources
of any operator to the real priorities
of the customer.
Behavior analyzed
Further testimony to the
success of the property's efforts to
date can be found by analyzing the
relationship between the essentially attitudinal performance
measure (mean perception value)
and the various behavioral
outcome/intention
measures
recorded. Two measures of behavioral outcome were: "How likely
would you be to revisit the Lodge
and Conference Center based upon

your experiences to date?" and
"How likely would you be to recommend the Lodge and Conference
Center to others based upon your
experiences to date?" For each item
respondents were asked to rate
their perceptions of the attributes
listed on a five-~ointLikert scale
ranging from 1fir '%ighly unlikely"
to 5 for "highly likely." Additionally,
a similar correlation analysis was
also performed in relation to the
issue of pricdvalue.
Value is assessed
Respondents were also asked
to rate the pricdvalue relationship
offered by the property. This
measure was posited as: "Based
upon your experiences to date, do
you still believe that the Lodge and
Conference Center provides
adequate amenities and services
for the price charged?" The corresponding scale ranged from 1for
"strongly disagree" to 5 for
"strongly agree." The results of
this analysis are shown in Table 3,

Table 3
Behavioral intention correlation index
Mean Perception Score
Pearson Correlation
,164'
,050
143
-Pearson Correlation
,154
Sig. (2-tailed)
,067
N
143
-~~~
Pearson Correlation
,262 * *
Sig. (2-tailed)
002
N 143
--

Intention to return
Sig. (2-tailed)
N
Intentionto recommend
-

~~~

PriceNalue

~

~~

~

' Correlationis significanratthe 0.05 level (2-tailed)
" Correlationis significantat the O.Ollevel(2-failed)
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both for the overall mean perception rating as well as for each of the
RATER dimensions.
Interestingly, the results indicate a significant positive correlation between the "intcntion to
return" behavioral indicator and
the overall mean perception score
(Pearson Coefficient = 0.164; Sig. =
<0.050), yet not for the "intention
to recommend variable (Pearson
Coefficient = 0.154; Sig. = 0.067).
This is a curious finding and, given
the overall reliabilities, is one that
is hard to explain. The results also
show that the property performed
well in terms of the "pnce/value"
issue and the overall mean perception score (Pearson Coeficient =
0.262; Sig. =<0.010). This is clearly
indicative of the fact that the
majority of guests feel that they are
receiving gnod value for money in
terms of the product and service
received.
While debate continues as to
the one best way to define and evaluate the service quality construct,
both academics and practitioners
concur that the debate is largely
redundant unless both serve to aid
in the CQI effort. This calls for as
detailed an understanding as
possible of customer requirements
and the design of product and
service delivery systems equipped
to meet these requirements. This
requires a concentrated improvement ethic which must pervade the
entire organizational supply chain,
wedding everyone within and
beyond to the ideal of right first
time and/or prevention rather than
cure. Central here is the develop-

ment of an internal as well as
external relationship marketing
focus. Put simply, employee satisfaction must precede customer
satisfaction if quality improvement
gains and competitive positioning is
to be sustained for the longer term.
Of critical importance is the
need for timely, relevant, and
continuous information flow from
all customer groups, both internal
and external. As stated previously,
there can be no sustained improvement without information. These
data are essential to the improvement effort in a number of key
respects:
First, by way of offering a
measure of existing performance
Second, in terms of the identdication for fail points and/or
problem areas
Third, by a system of prioritization in helping operators direct
s c m e resources to areas where
performance improvement will
have the most benefit to overall
customer satisfaction
The study demonstrates the
relative ease with which the chosen
methodology can assist operators in
this process. Indeed, it is this practicality that makes such techniques
so appealing to CQI specialists.
They gather information about
factors relevant to the customer's
perceptual processing and satisfaction level and communicate the
results in a format that can then be
used to target specific and relevant
improvements in the service
delivery system. This will permit
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more concentrated and timely
corrective actions, which can then
be taken to improve actual perceptual problem areas.
In terms of the specific operator
under examination, the results
show that their CQI efforts to date
have been largely successful. This,
of course, is another benefit of such
techniques in that they allow operators to test the success of any
related CQI initiatives over time.
The results do highlight a number
of areas of concern for this operator,
not least with respect to the reliability issue where there is both clear
room and need for improvement.
That said, the Lodge has the
distinct advantage of being at the
beginning of its quality journey,
and given the importance and
pride attached to the issue by all
concerned, there is little doubt that
they will correct this situation in
the not too distant future. While
only one property within Alabama,
it is felt that this example, at the
higher end of the state's hospitality
game, will serve as an example and
prime motivator to other tourism
and hospitality professionals to lift
and sustain their service effort. In
turn, this should serve to enhance
the state's overall reputation and
appeal, and in so doing, ensure (in
the words of the popular state
sponsored vanity plate) that the
"stars will continue to fall on
Alabama" tourism!
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The international hotel industry
in the new millennium
by Robert A. Brymer
and A. J. Singh

The top priorities of 170 hotel
managers from 25 countries were
identified as human capital, understanding customers, use of capital,
alignment of stakeholder interests,
use of information technology, and
valuing brands in a Cornell University study.' The authors discuss how
managers in a hotel's functional
departments are ultimately responsible for addressing each of these
concerns ond issues.

A

s the hotel industry progresses into the 21st Century,
hotel managers need to
anticipate and prepare for
changes in the issues that will
affect the functional departments
of their hotels in the future.
Whereas the original study by the
Center for Hospitality Research at
Cornell University helped to identify the current issues troubling
hotel managers around the world,
an investigation into future issues
expected to affect hotel operations
in the first decade of the new
millennium was conducted. The
104

preliminary inquiry was undertaken to help alleviate uncertainties about the future and, more
importantly, develop a research
agenda
on
future
issues
confronting the international
hotel industry.
The method of investigation
chosen for this study was qualitative research. The structure of this
research was in keeping with the
goals of qualitative research,
which are "designed to uncover
motivations, reasons, impressions, perceptions and ideas that
relevant individuals have about a
subject of interest."' Typically,
good qualitative research, which
may include focused group discussions or individual interviews, is
the foundation on which quantitative research is developed that
ultimately draws inferences about
the population at large.
This study conducted one to
two-hour in-depth, individual
interviews with 24 hotel general
managers (GMs) operating hotels
FIU Hospitality Review /Fall 2004
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in 13 countries: United States,
Japan, China, Singapore, New
Zealand, Australia, Egypt, Israel
(Middle East and North Africa),
Switzerland, Sweden, Netherlands, France, and Scotland
(Western Europe). The hotels were
carefully selected and represent a
broad spectrum, which includes
small, medium, and large hotels
that were both independently
owned and operated and part of a
chain operation.
The typical respondent was a
GM operating a 400-room hotel
with an average occupancy of 74
percent, an average room rate of
$170, and an average of 427
employees, and having hotel
management experience of 24
years.
These
international
managers gave their views on
changes they anticipate in the
following functional departments
of hotels in their respective countrieslregions, by the year 2010:
room division

and check-out processes and in
room amenities, with business
hotels reflecting an "office away
from an office" atmosphere. This
will be driven by guest demand for
all the support services and
resources such as Internet access,
updated tools, equipment, and
telecommunication to enable them
to conduct their business productively. Combined with increased
technology, hotels will modernize
their rooms, create innovative
interior design features, and pay
even more attention to quality
factors. Implementing some of
these changes may be an issue due
to price resistance in some
segments if the economy worsens.
In general, it is a safe assumption
that guests in the future will be
more discriminating in their
tastes and preferences.

Asian GMs respond
Japanese GMs mirrored the
U.S. view of technological changes
in the guest rooms and operational
food and beverage
systems to improve guest service
sales and marketing
as well. In addition to an emphasis
on
business services, the Japanese
human resources
felt more upgraded facilities to
accounting and finance
help travelers relax, such as
physical plant management Jacuzzi style tubs, were going to be
morc important. One hotel GM
and engineering
predicted the creation of "work
stations" in Japanese hotel rooms.
While the implementation of
Improvement is cited
With technology being the technology in hotels was imporprimary enabler, hotel GMs in the tant for GMs interviewed in
U.S. indicated that services, facili- China, they felt that they were
ties, and processes in hotels would lagging as compared to the rest of
improve. These changes will be the world. With an increasing
visible in more efficient check-in number of multinational (China
Brymer and Singh
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was recently admitted into the
WTO) companies doing business
in China, it was predicted that
there would be a shortage of business class hotels. As these changes
occur and newer business hotels
are developed, hotel technology
will become more advanced, with
a strong focus on customer service
management
databases, as
observed by one general manager.
Hotel general managers in
Singapore concurred with their
Asian counterparts regarding the
important role of technology in
future hotel operations. However,
the interviewed GMs emphasized
the importance of rest and relaxation to make the guest experience more memorable. This
included
introducing
spas,
increasing the bathroom size,
modernizing
fixtures,
and
enhancing the sleep experience.
Continuously meeting higher
guest expectations will remain a
challenge in the future.
General managers interviewed in New Zealand felt that
the room styles in the future will
change and will be similar to
extended stay concepts with the
inclusion of kitchens, dining
tables, and a parlor area in addition to bedrooms. One of the GMs
stated the critical role of housekeeping in improving guest satisfaction. The four Australian GMs
interviewed were unanimous in
their views about increased presence of technology in all facets of
hotel operations, which include
check-idcheck-out, the use of
Internet reservations, revenue

management, and guest rooms
equipped with the latest technology to accommodate corporate
travelers. In addition, the
ambiance of the room will focus on
art pieces and updated entertainment equipment such as wall
mounted flat screen TVs.
Hi-tech rooms requested
Moving on to the land of the
Pharaohs, Egyptian GMs predicted
a surge in future hotels and resorts,
with sophisticated design and
d6cor. They felt that hi-tech, luxurious rooms, Internet access, better
in-room entertainment options
(such as wider choice of TV channels), and improved rooming
processes will be the central focus
of hotels in the future. However,
they indicated that all these
changes would be implemented
without losing the "hi-touch"
aspect of personal hospitality.
The need for "hi-tech - hitouchn continued to another
country in the Middle East: Israel.
The GMs felt that the use of
computers (and associated electronic communication mediums)
would continue to create a sense of
isolation. Therefore, guests will
need to speak to someone. Despite
the increase in technology in the
rooming process, hotels will never
replace humans to greet and
welcome guests. One GM
predicted smaller and more intimate hotels, with increased inroom entertainment technology as
the key to competitive advantage.
Swiss GM predictions were
more traditional and stressed the
FIU Hospitality Review /Fall 2004
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need to maintain the basics of
bathrooms, quality mattresses,
and large rooms. However, they
observed a trend toward younger,
more affluent guests demanding
quality service. The view of a GM
interviewed in France was that
guests would be willing to pay for
better in-room technology and
amenities. In Sweden, Internet
access and focus on the bed, bathroom, television, and web-based
reservation systems were viewed
as Lhe trend. As technology
becomes more pervasive, they felt
that employee training nccds to be
continuously updated.
A GM in the Netherlands
predicted
an
increase
in
outsourcing for housekeeping
services, a trend already started.
Once again, unique room features,
Internet acccss, and quality were
stressed as important value
creating features. Scottish GMs
stressed that technological tools
such as video conferencing may
become popular hotel features in
the future. Furthermore, the
distinction in amenities offered in
upscale vs. mid-priced hotels is
declining, which will place more
pressure on upscale hotels to offer
more value-creating amenities.
Dining is important
U.S.-based GMs stated that inhouse dining will become even
more important to dclwc hotels.
Hotels will have to create new
things that "wow"the guests. These
may include celebrity chefs,
outsourced branded restaurants
within hotels, and focus on fresh-

ness and quality of products. Hotels
will have to look at new sources of
revenue in their food and beverage
operations. This may include
reviewing room service operations
and increasing the focus on
catering and special events. Special
events will become more elaborate
and specialized, according to one of
the GMs interviewed.
Most Japanese hotels have a
higher percentage of their revenue
from food and beverage versus
rooms. This is because societies
driven by tradition tend to spend
more on the ritualised relationship
building occasions. As such,
banquet, catering, and weddings
will remain a staple revenue
source for larger hotels. However,
as in the case of U.S. hotels,
Japanese hotel managers are
looking for new sources of revenue
to enhance food and beverage
operations. Regional cuisines and
free-standing restaurants in
hotels are some of the new
approaches being considered. In
China, the threat to food and
beverage within hotels is expected
to
come from
the
new
entrepreneurial climate resulting
in more eating options outside
the hotel.
The focus for hotel food and
beverage departments in Singapore will be on operational restructuring and efficiencies. As such,
hotel organizations are looking to
combine skill sets of the chef and
food and beverage director into a
combined position. As Singapore is
a restaurant paradise, hotel food
and beverage operations will

Brymer and Singh
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continue to think of new ways to
promote in-house dining to their
guests and local customers. This
will be done by an emphasis on
quality, diversification in food and
beverage outlets, and creation of
new signature outlets to attract
local customers.
Competition is factor
As in the case of China, New
Zealand GMs see more pressure
on a hotel to compete with
external restaurants. Banquets
and celebrity chef outsourcing are
new trends, which are expected to
continue. Australian hotels are
also combating the negative image
of hotel food. One GM felt that
there would be fewer food and
beverage outlets in hotels and
more independent proprietors
managingfleasing restaurants in
hotels since there is not much
profit in food and beverage.
However, hotel food and beverage,
in order to adapt, will have to offer
and adjust menus, bars, room
service, and dining room. In addition, they will need to offer new
regional cuisines, such as Asian
style cuisine, which is becoming
popular in Sydney. It is becoming
increasingly important for food
and beverage outlets to become
independent profit centers.
Egyptian GMs preferred to
keep the traditional method with
food courts offering a variety of
restaurants. Some of the trends
include more guest options by
including outside delivery choices,
thematic restaurants, and promotions of Egyptian wine.

Some of the emerging trends
for hotels in Israel include cooking
staff being involved in the service
of food and thus having more
guest contact. Recruiting qualified
food and beverage staff will
remain a challenge in Israel.
One Swiss GM observed that
younger guests are more food
conscious and want to learn about
the source and quality of the food.
Organic food is receiving higher
premiums from this segment.
Restaurant outsourcing will
continue as a trend and guest expectations of consistency and standardization of service will increase.
The implementation of a 35hour work week in France is
posing a n organizational challenge for restaurant operations.
As a result, restaurant management will have to plan better and
hire additional staff. The Swedish
hotel GM interviewed felt that
outsourcing would continue in
food and beverage operations in
his country and hotel management will focus on the rooms
department as the major generator of cash flow. General
managers in Scotland expressed
similar sentiments: increase in
outsourcing and focus on rooms.
Marketing, sales increase
Hotel GMs in the U.S.
predicted that there would be
more emphasis on third party
partnership marketing with the
airlines, credit card companies,
major retailers, and even other
hotels. The room-booking window
in the future will be shorter: six
FIU Hospitality Reuiew/Fall2004
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months or less in advance. The
marketing function will be more
aggressive in an environment with
flat demand, and each hotel will
need to focus on product differentiation more than before. One GM
predicted an increase in international guests to the U.S., which
certainly looks like a plausible
scenario in view of the declining
value of the dollar. Another GM
predicted that advances in
database marketing will help
hotels retain and identify new
market segments.
One of the GMs interviewed
predicted a further segmentation
of the Japanese hotel industry with
the development of resorts and
business hotels. Meetings and
events were seen as the growth
market in the near future.
However, the increase in Internetbased third party booking sites has
created a culture of price sensitive
guests. This will pose more of a
challenge for luxury hotels that
previously competed on the basis of
product
differentiation. The
increasing transparency of pricing
will result in further discounting of
luxury hotels in Japan.
Internet is factor
One Chinese GM interviewed
said the Internet is a boom for hoteliers which will enable them to
potentially increase their market
size, while the increase in international visitor arrivals is expected to
continue. As domestic and multinational companies grow in size,
growth in domestic business travel
is a logical extension. However,
Brymer and Singh

competition among hotels will
become fiercer with an investment
climate conducive to growth and
development. While the current
political climate is business
friendly, it is difficult to predict how
the political environment will be for
the ncxt 10 years. The GMs interviewed in Singapore are viewing
the Internet distribution channels
in a positive light as well. They
view them as a tool to increase
market size and market share.
However, one GM predicted that a
hotel's reputation would remain its
best sales and promotion tool
through word of mouth advertising.
In New Zealand and Australia,
it appears that Internet booking
engines are replacing travel agents
at a fast pace; therefore, the shift
to the Internet as a distribution
channel may grow at a faster rate.
This will result in making websites
more interesting, efficient, and
easy to use. While this may be true
for transient business, wholesale
travel agencies and tour companies
remain strong. An interesting
observation was that the increase
in merger and consolidation activities within companies will shift the
demand dynamics in favor of the
customer since there will be fewer
(larger)companies to whom hotels
will have to market. As a result,
hotels will have to widen and diversify their demand bases, so that
they are not overly dependent upon
one or two companies for the bulk
of their business. The target
market group of the future is
amuent and younger than its
predecessor groups.
109
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The competitive landscape in
Cairo is expected to see a radical
increase due to the burgeoning
supply of hotel rooms. All of this
will place a downward pressure on
room rates. Some companies may
not survive in this competitive
environment, resulting in a more
consolidated hotel industry. As in
the case ofAustralia, GMs in Israel
feel that the Internet is slowly
replacing the traditionally strong
role of the travel agency; 80 percent
of current bookings are through
travel agents. Since hotels cannot
directly negotiate through the
Internet, service quality, branding,
and reputation will gain more
prominence. As with any new
phenomenon, an understanding of
the full capabilities (limitations
and opportunities)of Internet bookings is important in the future.
In the words of a GM in
Switzerland, the use of the
Internet has resulted a new term,
"mixed marketing," which is a
combination of traditional and new
booking mediums. The marketing
function needs to remain tuned to
changes in this area so they are
able to adapt strategies. Some of
the sales and marketing sentiments expressed by GMs in
Sweden and the Netherlands were
"user-friendly websites," "define
your goals and concepts, build good
reputations," "aggressive with
sales," "increased centralization
with large hotels," "increase in
repeat guests," "active selling," and
"search for new markets." A GM in
Scotland indicated the increasing
trend in branded hotels at the

expense of independents. As a
result, they will see the new
concept of "cross-selling" hotels
within the network of hotels.
Finance requires role

A hotel GM in the U.S.
predicted that they would have to
work with hotel owners more
closely, understanding their financial picture and priorities. There
will be more clustering of
accounting functions within an
area, (e.g., all the hotels in one
company in the New York City area
will have their accounting activities processed in one common
office). As owners are becoming
increasingly demanding, with
higher rates of return expectations, the management team will
have more pressure to achieve
GOP results. As such, they will be
expected to take a more active role
in reviewing the financial side of
the operation. Pressure on labor
costs will result from an increase in
the cost of new employee benefits
such as child care and elder care.
Challenges in Japan include
room discounting which will make
it harder to meet investor rates of
return requirements. The trend in
the Japanese hotel industry is
pointing toward consolidation,
with the emergence of five or six
major hotel companies.
Structural changes in the
Chinese hotel industry include the
privatization of unprofitable,
state-owned hotels. It is expected
that this change will benefit the
industry as the new owners
upgrade and improve these propFIU Hospitality Review /Fall 2004
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erties. In general, as China moves
closer to western-style business
systems, there will be more efficient and standardized financial
reporting systems. Cash flow
versus property appreciation will
be the primary driver of total
returns for hotels in Singapore.
This, in turn, will place more
emphasis on operations profitability. Future profits will
depend upon the extent to which
technology makcs operations
more efficient (therefore reducing
costs) and the price of labor. Hotels
will have to introduce innovative
programs to monitor and reduce
costs, such as those that reduce
defects and minimize waste.
In New Zealand, governmental
legislative actions will determine
some financial reporting requirements. Management information
system upgrades will continue to
improve financial reporting. A GM
stated that Australian hotels have
had poor returns on investment
with high development costs and
relatively high operating costs
(mainly labor), so shareholder
value has decreased. Each department needs to justify its costs and
be evaluated based on its profit or
cost reduction potential. In this
environment, financial reporting
needs to be accurate and timely,
which the GMs predict will be
more centralized and driven by
electronics.
With the increasing use of
computerized back office systems,
hotels in Egypt and Israel will
have more streamlined systems
and cut out overlapping functions.
Brymer and Singh

Overall, computer systems will be
an effective tool to improve overall
financial decision making. Departments will save costs by electronically interfacing with suppliers to
order their own supplies.
Swiss hotel GMs predict fewer
employees in the accounting department. Once again, as investor needs
become more stringent, management performance is mitical.As one
GM predicted, the focus has shifted
from long term to shorter term
goals and returns, with information
analysis becoming a more important decision making tool. A hotel
GM in Sweden recommended the
use of cash flow models to forecast
investment returns, therefore,
focus on predictive versus reactive
financial management. In the
Netherlands, a GM anticipates an
increase in online accounting. In
Scotland, the move has been in
favor of decentralized accounting, a
trend expected to continue in the
future. This is especially true in the
case of chain operations. Management information systems are
expected to continuously improve
financial reporting.
Recruitment issues dominate
Going forward into the new
millennium, U.S. GMs predicted
that recruiting and retention
issues would dominate human
resource management issues for
some time. Selecting the right
people will continue to be a
priority. As the pool of qualified
individuals deeliness, human
resource departments will have to
improve the enlire selection
111
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process, which includes screening
tests to match the candidates with
the right jobs and avoid needless
turnover due to poor job matching.
This sentiment reverberated
in Asia as well, where Japanese
GMs said that there will be staff
shortages of willing, hard working,
and skilled employees.As noted by
one GM, in the future, more
emphasis will be placed on a
manager's academic background
because of the increased demands
on managers.
As the entry-level skill set of
employees will be lower in the
future, training will become more
important. Chinese GMs felt that
as businesses in China grow, the
need for qualified labor will be
acute. A premium will be placed on
employees with a n exposure to
Western education. Furthermore,
as new businesses (not necessarily
hotels) develop in China, hotels
will face turnover because of a n
increase in job opportunities for
both management and line
employees. This may push Chinese
hotel management to reevaluate
organizational structure, compensation policies, and other strategic
human resource management
issues. Singapore, which has had a
more developed hotel industry
than China and Japan, faces the
same turnover problems. As such,
the GMs interviewed stated that
employee motivation, employee
interaction, and training will
become even more important
human resource issues.
Even though recruiting and
staff retention were issues for

GMs in New Zealand, they felt
that new technology would
increase productivity, thus, reduce
labor dependency. However, as
some of the new employment
contracts are more stringent,
employers may have less leverage
in influencing employeejob performance. As the nature of international guests becomes more
multicultural, this will be
reflected in the hotel's hiring policies and training programs.
Skilled positions have shortage

The shortage of employees
was a theme which Australian
GMs voiced as well. This was
particularly acute in specialized
and high skill positions such as
chefs. Some of the reasons might
be that hotels are not attractive as
a career choice, that larger
companies offer better compensation packages, and that there are
overall low salaries in the
industry. However, they added
different perspectives on how that
would affect the way hotels are
operated. First, part-time positions would increase in proportion
to full-time jobs. This would result
in hotels reorganizing with a
smaller and smarter workforce.
Certain specialized positions such
as chefs are starting to develop
their own companies and lease
their services to hotels. Views on
employee relations included
having a zero tolerance policy
with regard to organizational
commitment, involving employees
in decision-making (empowerment), and providing inspiration,
FIU Hospitality Review /Fall 2004
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motivation on career paths, and
ongoing training.
A GM in Egypt stressed the
critical importance of the human
resources department today by
saying, "We now know how to deal
with humans; therefore human
resources are. becoming more
important." Hotels in Israel are
combating recruitment issues by
using new immigrants from Russia
as a potential source of employees,
especially in low skill positions.
This may alleviate their shortterm hiring problems; however,
long-term solutions are needed.
Not surprisingly, it is becoming
clear that the shortage of
cmployees is a global problem.
General managers in Switzerland,
France, Sweden, and the Netherlands all face similar predicaments, which may he summed up
as: "It is difficult to find good
quality personnel." Swiss hotels
are addressing the issue by paying
more to attract employees,
searching the international labor
markets, and becoming better
employers. A French GM said that
hotel schools should do a better job
of attracting students to the field.
The Swedes felt that hotel human
resourcc departments should view
employees as assets and guide
their growth in the organization.
Furthermore, human resource
policies should reflect the presence
of diversity in the workforce, such
as older and younger workers occupying the same space. A GM in the
Netherlands suggested the use of
the Internet to advertise positions,
and, finally, the Scottish GMs

suggested increasing the intensity
of training by implementing
minimum standards, use of performance bonuses and working with
colleges and universities as solutions to staffmg issues.
Technology plays role

Technology presents both challenges and opportunities for the
engineering departments of US:
based hotels. While hotels have
traditionally been considered technology laggards, the GMs interviewed indicated that hotels would
become more and more technologyoriented in the future. The technology will be more sophisticated,
help~ngus to understand where to
save and how to select the best
options to improve efficiency. In
order to remain competitive, hotels
will havc to update their technology
more frequently. This will include
new technology and a different
"look" in the hotel. As energy
management systems become more
cost effective, property design will
be used more to control energy costs
and other common engineering
expenses. These may be features
built into the initial hotel structure.
While traditionally engineering
departments focus on mechanical
and structural issues, as the hotel
becomes more networked, hotel
engineering staff will need to be
morc
knowledgeable
about
networked systems.
Japanese, Chinese, and GMs
in Singapore also predicted more
technologically-oriented hotels,
and the accompanying need for
improving the staff's technical

Brymrr and Singh
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knowledge. They felt hotels and
guests would benefit from energy
efficient systems and higher
quality in-room technology.
A New Zealand GM predicted
the use of automation and
advances in technology will
replace and become a substitute
for human interaction. To the
extent that guests will value
impersonal
efficiency
over
personal, albeit imperfect, interactions with human contact, this
prediction may come true.
A GM in Australia predicted
that hotel designs would be
smarter and more customized to
the lifestyle being targeted. Nonrevenue generating public spaces
may become smaller in future
hotels. Building efficient structures, which are quicker to build
and more inexpensive to maintain, will be important in all new
structures. Preventive maintenance programs will continue to
be the best on-going building and
asset maintenance program.
However, new technologies will
require hotel engineers to continuously update and maintain their
specializations and trade skills.
General managers in Egypt
are seeing engineering equipment
changing for air conditioning and
electricity. The improved technology is expected to improve
energy efficiency.
In Israel, GMs stressed the
role of information technology in
connecting engineering systems.
However, no dramatic changes
are expected.
Some of the technological

trends affecting the engineering
operations in Switzerland, France,
Sweden, Netherlands, and Scotland include in-room Internet
connectivity, personnel training in
new technologies, and technology
maintenance outsourcing and
constant upgrades. In Scotland
one of the GMs stressed that hotels
will use less expensive energy
sources and implement new environmental consenration programs
within engineering systems.
Similarities exist
The feedback from hotel GMs
around the world demonstrates
that there are some unique
perspectives on the future, but
there are even more similarities on
how they view hotel operations in
the first decade of the new millennium. Even with the broad range of
cultural, political, social, environmental, and economic platforms
these GMs face in their countries,
it is apparent that many issues
unite the global hotel industry and
its future development. Despite
what may seem to be several
obvious differences, there are more
similarities in what the GMs
express than there are differences.
The hotel industry is truly
emerging as a global industry, one
that shares opportunities and challenges more than ever.
Future themes articulated
consistently by many GMs from
different countries and regions of
the world include the following
commonalities:
Rooms division management: Hotels will continue to
FIU Hospitality Review /Fall 2004
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increase technological applica- the most pervasive marketing and
tions to better serve guests, (e.g., sales changes for the future idencheck-in and check-out processes). tified by the GMs in this study was
General managers recognize that technology, especially the high
guests are becoming more volume of Internet marketing.
demanding and discriminating in Traditional marketing and sales
guest room amenities offered. practices are still essential, but
Hotels will incorporate state-of- the growing emphasis on "mixed
the-art technology, telecommuni- marketingn also includes thirdcations, equipment, Internet party websites and less contact
access, etc., to create mini-work with travel agents.
The GMs also pointed to the
stations. There will also be
increased emphasis on guest room increasing competition from hotel
design/spaciousness, dkcor, bath- development, which places a
room sizes and fixtures, comfort- downward pressure on room rates,
able bedding, and entertainment necessitating more aggressive
accessories that invoke a relaxed marketing and sales in the future.
homelike atmosphere. In short, This will create more user-friendly
guest rooms will continue to websites, more alliances with
evolve in ways to enhance work airlines, credit card companies,
and relaxation space.
retailers, consolidation of hotels
Food and beverage into larger companies, and even
management: The GMs indicated "cross-selling" of competitive
that competition from restaurants hotels. Hotels will host more interoutside the hotels would increas- national travelers and will rely on
ingly pose a threat to hotel restau- service quality, branding, and their
rants. They expressed a need to be reputation for future success.
more creative in food and
Finance and accounting:
beverage, and many believe that Hotel GMs will continue to interoutsourcing hotel restaurants will face more with hotel owners and
become more widely accepted. The be held accountable for the finanGMs stated that free-standing cial success of their hotels.
signature restaurants, celebrity Higher rates of return, profchefs, and creating a "wow" factor itability, and cash flow will face
with high quality food, unique challenges from rate discounting.
menu choices, and senice delivery The financial reporting systems
would be essential for the survival will be more accurate, streamof hotel restaurants. They also lined, technology based, employ
stated that new revenue sources fewer personnel, and utilize
from special eventslcatering and models that rely more on predicroom service would play a larger tive versus reactive financial
role in the success of food and management.
Labor
cost
beverage management.
increases are a major concern for
Marketing and sales: One of the future, and GMs will have to
Brymer and Singh
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find other ways to reduce costs,
defects, and waste while
improving efficiency.
Human resources: The
most pressing issue facing hotels
this decade is a shortage of
willing, hard working, skilled
workers. The GMs identified
recruiting,
selecting,
and
retaining excellent employees a
high priority. The reduced labor
pool will lead some hotels to
outsource certain departments,
hire immigrants to fill low
skilled positions when necessary,
and utilize more technology.
General managers are also
working hard to reduce turnover
by placing the right people in the
right job, motivating, empowering, training, improving
compensation packages, and
improving the overall working
environment for employees.
Plant management, engineering: The emphasis in this
area hinges on more sophisticated technology and networked
systems to improve operational
efficiency, while reducing costs.
Hotels will continue to build
more efficient physical plants to
stay competitive, facilities t h a t
a r e smarter and less expensive
to maintain. The GMs and their
managers must stay updated, a s
future hotels will continue to
improve energy management
systems, weigh environmental
concerns, and incorporate the
newest technological advances.
The common thread in the GM
feedback is that virtually every
area of hotel operations tomorrow
116

will be impacted by technology and
creativity. The GMs in this decade
must be willing to stay abreast of
fast-paced changing technology,
while blending it with innovative
approaches to traditional operational systems. The role of GMs
tomorrow is more complex worldwide and how they operate hotels
is greatly influenced by the
country and region in which they
are located. However, feedback
from this study suggests that these
GMs face many similar challenges
and
opportunities.
General
managers can learn from each
other regardless of where they
might be located. Educating and
training GMs in current systems,
while building their creative
approaches to leadership, will be
vitally important to the success of
their hotels in the future.
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